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Abstract 


Department  of  Defense  management  has  come  under 

increasing  scrutiny  lately  as  defense  spending  is  a 


political  issue.  Military  logistics  has  received  attention 
because  personnel,  operations,  and  support  consume  over  half 
of  the  DoD  budget.  The  Assistant  Secretary  of  Defense  for 
Acquisition  and  Logist  1  c^HBr-. HrfaekK.  recently  stated  DOD's 
logistics  management  needed  Improvement  and  needed  senior 
personnel  who  can  function  effectively  over  many  high-level 
logistics  assignments.  Air  Force  officials  have  made 
similar  statements. 

This  research  is  an  effort  toward  defining  a  normative 
model  of  the  essential  qualities,  characteristics,  and 
backgound  of  the  ideal  Air  Force  senior  civilian 
logistlcian^_Research  efforts  at  the  Air  Force  Institute  of 
Techno logy/rffFtT>- developed  an  AFIT  Model  of  the  senior 
military  logistician.  Because  this  research  had  the  same 
objective  as  the  military  model  research,  similar  procedures 
were  adopted.  These  included  a  review  of  literature. 

Interviews  with  senior  logistics  officials  about  successful 
logisticians,  a  Delphi  survey,  model  definition,  and 
weighting  the  model  components.  An  additional  interview  set 
evaluated  the  applicability  of  the  military  model  to 
civilians.  This  study,  completed  both  sets  of  interviews  and  — 


ix 


started  the  Delphi  survey  step.  Interview  results  and  a 
draft  Delphi  questionnaire  were  produced.  (ik  eses)  ,  <^- — 
The  results  indicated  a  descriptive  model  of  the  ideal 


military  logistician  should  be  applicable  to  senior  civilian 
logisticians  when  the  model  components  are  general.  The 
AFIT  Model  can  be  applied  to  its  categories  level.  There 


were  Indications  that  some  categories  would  not  apply 


equally  to  civilians  and  that  a  civilian  model  would  be 
weighted  differently.  The  research  also  indicated  senior 
civilians  should  have  bachelors  and  masters  degrees,  broad 
managerial  experience,  and  multifunctional  technical 
competence. 

When  completed,  the  model  should  be  useful  as  a 
civilian  logistician  career  development  guide  by 
individuals,  supervisors,  and  career  development  program 
managers.  The  model  can  also  be  used  to  evaluate  present 
and  perspective  senior  logisticians. 
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A  INVESTIGATION  OF  THE  ESSENTIAL  QUALITIES. 


CHARACTERISTICS.  AND  BACKGROUND  REQUIREMENTS 
FOR  A  PROFESSIONAL  SENIOR  CIVILIAN  LOGISTICIAN 


I.  TntrnAiflHfln 


fltntCAi  Iaau« 

The  Assistant  Secretary  of  Dsfensa  for  Acquisition  and 
Logistics.  Dr.  Janas  P.  Wade  Jr.,  -recently  stated  a  need  to 
improve  the  Defense  Department's  logistics  management.  He 
said  the  Department  of  Defense  <DOD)  must  have  senior 
personnel  who  can  function  effectively  over  many  high-level 
logistics  assignments.  Dr.  Wade  implied  the  present  system 
of  separate  career  patterns  for  the  top  logistics  managers 
is  a  problem  in  properly  developing  these  managers  <24:3-4) 
Lt  General  Leo  Marquez.  Air  Force  Deputy  Chief  of  Staff  for 
Logistics 'and  Engineering,  has  claimed  for  several  years 
that  our  senior  logisticians  are  too  specialized  in  their 
development  to  fully  handle  the  complex  nature  of  our 
logistics  system  <15tl0>.  Both  Dr.  Wade  and  Gen.  Marquez 
have  indicated  DOD  and  Air  Force  must  develop  less 
specialized,  more  system-oriented  logisticians  to  keep  pace 
with  the  rapidly  increasing  complexity  of  the  weapon  system 
that  must  be  supported  <24 >4;  15:10). 


The  capability  of  our  top  logistics  management  Is 
critical  because  of  the  large  cost  of  supporting  weapon 
systems  and  because  the  amount  of  available  resources  will 
diminish.  The  estimated  000  outlays  for  fiscal  years  1987 
and  1988  are  8282,246,000,000  and  8297,550,000,000, 
respectively.  Over  half  of  these  amounts  (52.5  percent)  are 
for  operations  and  support  (0  &  S),  a  total  of 
8304,567,000,000.  This  Includes  appropriations  for 
operations  and  maintenance  and  military  personnel 
(18:5-20,25-26).  The  D0D  budget  considers  all  personnel 
costs  as  part  of  0  &  S  (23:19).  Dr.  Wade  noted  that 
logistics  costs  comprise  over  half  the  life  cycle  costs  of 
any  weapon  system  and  that  DOD  can  expect  to  see  a  decrease 
in  defense  resources,  even  though  the  needs  are  increasing 
(24:3)..  General  James  Mullins,  former  AFLC  commander,  also 
predicted  a  reduction  of  resources.  He  said  the  Air  Force 
must  improve  its  systems  and  its  management  to  afford  the 
assets  it  must  have  to  be  capable  of  deterring  war  and,  if 
deterrence  fails,  winning  war  (17).  Mr.  Oscar  Goldfarb, 
Assistant  Secretary  of  the  Air  Force  for  Maintenance  and 
Supply,  similarly  stated  Air  Force  resources  have  started  to 
decrease  (12). 

The  idea  that  the  Air  Force  is  not  producing  the  right 
kind  of  senior  logistician  is  not  new  Much  discussion  and 
debate  have  ensued  concerning  the  desired  and  possessed 
attributes  of  Air  Force  and  DOD  logisticians.  The 


statements  by  Wade  and  Marquez  presuppose  certain  areas  of 
weakness,  such  as  too  much  special ization,  relative  to  their 
own  expectations.  The  question  of  whether  leadership  or 
managerial  ability  is  more  important  has  been  discussed  for 
years.  Another  long-standing  topic  has  been  whether  or  not 
there  should  be  differences  in  the  role  and  make-up  of 
military  and  civilian  leaders  and  managers,  especially  in 
support  functions.  However,  there  was  no  specific  data  to 
confirm  or  deny  senior  management  beliefs  about  generalist 
vs  specialist,  or  other  opposing  characteristics.  Detailed 
Information,  including  one  or  more  models,  was  needed  to 
describe  the  needed  capabi 1 i t ies  of  senior  logisticians, 
both  military  and  civilian. 

Dr.  Wade  addressed  both  military  and  civilian  logistics 
managers  in  his  critique  <24:4>.  This  was  appropriate  since 
civilian  logistics  workers  make  up  a  significant  portion  of 
Air  Force  manpower.  Approximately  90  percent  of  the  AFLC 
work  force  was  civilian  <2S:3).  These  facts  added  to  the 
Importance  of  any  efforts  defining  requirements  for  senior 
civilian  logisticians  and,  if  necessary,  improving  their 
development . 

AppI  1  cable  .Research 

Several  theses  and  reports  have  addressed  these  general 
topics  in  the  last  twenty-five  years.  For  the  most  part, 
these  efforts  have  not  gone  into  detail  concerning  what  the 
top  logisticians  should  be.  Capt  Allan  Overbey,  in  a  1985 
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thesis,  researched  this  area  In  detail  and  developed  a  model 
of  the  qualities,  characteristics,  and  background  of  the 
ideal  senior  military  logistician  (19:131).  In  1986  Capt 
Adelle  Zavada/s  research  determined  weights  for  the 
components  of  Overbey's  model  and  measured  its  validity 
<26:31).  This  model  has  been  referred  to  as  the  AFIT  Model 
of  the  qualities,  characteristics,  and  background  for  a 
senior  military  logistician.  A  1985  thesis  by  Ms  Dawn 
Wilson  investigated  the  specialist  vs  generalist  issue  for 
senior  civilians,  but  only  addressed  one  job  series 
(GS/GM-346)  (25:104). 

Specific  Problem 

Research  had  not  examined  a  composite  or  mode), 
equivalent  to  Overbey's,  for  senior  civilian  logisticians, 
nor  addressed  the  applicability  of  a  military  model  to 
civilians.  Wilson  recommended  a  model  be  developed  for 
civilians  (25:112).  The  Air  Force  needed  to  know  what  types 
of  civilians,  in  terms  of  qualifications  and 
characteristics,  were  needed  to  properly  perform  the 
logistics  tasks  assigned  to  them. 

Research  Object  1  yea 

This  research  had  three  objectives: 

1.  Identify  the  qualities,  characteristics,  and 
background  required  of  the  professional  senior  civilian 
logistician. 
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2.  Develop  a  model  to  reflect  the  findings,  and 

3.  Determine  weights  for  the  components  of  the  model 
to  make  it  usable  as  a  measuring  device. 

Research  Durations 

The  following  questions  were  proposed  to  meet  the  above 
object  1 vest 

1.  Can  a  model  for  senior  military  logisticians  be 
used  for  their  civilian  counterparts? 

2.  What  should  be  the  special  characteristics  and 
qualities  of  civilian  senior  logisticians,  if  any? 

3.  What  should  be  the  education  and  experience  of 
senior  civilian  logisticians? 

4.  Are  there  any  significant  differences  between  the 
responsibilities  and  necessary  qualifications  of  civilian 
senior  logisticians  and  their  military  counterparts? 

5.  What  aspects  of  the  civilian  model  are  considered 
most  important  for  evaluating  logisticians  and  guiding 
career  development  of  future  civilian  logisticians? 

Definition  at  Tama 

Key  terms  were  defined  as  applied  in  this  thesis. 

1.  Character 1st  lest  Distinguishing  traits  or 
properties  that  senior  logisticians  should  have  to  perform 
the  Air  Force  mission? 
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2.  Consensus:  A  measure  of  agreement  considered  to  be 
50%  or  more  of  respondents  selecting  a  specific  response  to 
a  specific  question  or  agreeing  on  a  statement's  rating.  A 
percentage  higher  than  50  percent  may  be  required  under 
special  conditions. 

3.  Delphi:  A  procedure  for  soliciting,  collating,  and 
refining  expert  opinions  of  a  group  to  arrive  at  an  accurate 
group  response  (13:1;  2:3). 

4.  Expert  (logistics):  An  individual  with  at  least 
ten  years  of  logistics  experience  who  is  prominent  in  the 
profession  as  a  logistician  and  familiar  with  the  Air  Porce 
logistics  system. 

5.  Interview  schedule:  A  questionnaire  used  during  an 
in-person  or  telephone  Interview,  filled  out  by  the 
interviewer,  containing  the  specific  questions  to  be  asked 
(not  a  list  of  interviewees  or  a  time  phasing  of 
activities).  Also  called  an  interview  protocol. 

6.  Logistician:  An  Individual  whose  profession  or 
specialty  is  performing  one  or  more  of  the  prime  management 
functions  (planning,  organizing,  coordinating,  directing, 
and  controlling)  in  a  logistics  discipline  or  functional 
area  or  who  is  responsible  for  ensuring  logistics  processes 
are  completed  in  support  of  an  organization's  activities. 
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7.  Logistics  Disciplines*  Major  groups  of  related 
logistics  activities,  each  of  which  involves  many  of  the 
logistics  functional  areas.  The  main  disciplines  are* 

Retail  Wholesale 

Acquisition  Caaba  t 

International 

8.  Logistics  Functional  Areas*  The  different  types  of 
actions  and  expertise  needed  to  carry  out  the  full  spectrum 
of  military  logistics  and  its  disciplines.  The  list  is 
subject  to  Judgment  and  varying  emphases.  For  the  purposes 
of  this  thesis,  the  following  areas  are  included* 

Supply  System,  Item,  or  Program  Management 

Transportation  Ingineer ing 

Maintenance  Logistics  Planning 

Procurement 

9.  Military  Logistics*  A  full,  integrated  system  of 
processes  which  must  be  used  to  support  the  military 
operations  of  an  organisation,  including  combat.  Although 
recent  logistics  doctrine  changes  suggest  this  includes  all 
areas  which  support  combat,  such  as  hospital,  food,  and 
personnel  services,  logistics  traditionally  encompasses  the 
disciplines  and  functional  areas  listed  above. 

10.  Qualities*  Traits  or  properties  that  describe  an 
individual  and  help  distinguish  him  or  her  from  other 
individuals. 
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11.  Senior  civilians  An  employee  of  the  U.S.  Air 
Force  in  the  grade  of  GM-15  or  higher,  including  the  Senior 


Executive  Service  (SES). 

12.  Senior  officers  A  member  of  the  Air  Force  serving 
in  the  grade  of  0-6  (colonel)  or  above. 

Scope  and  -Limli&LLana 

Although  the  need  for  the  best  possible  logistics 
management  pertains  to  the  whole  00D,  this  research  was 
limited  to  Air  Force  requirements,  as  seen  by  present  and 
former  Air  Force  personnel.  The  time  allotted  for  this 
research  also  limited  the  size  of  the  samples,  restricting 
the  grades  and  backgrounds  of  the  field  of  experts 
contacted. 

This  subject  area  was  subjective  rather  than 
quantitative.  Therefore,  the  sample  population  was  not 
randomly  selected,  but  was  purposive) y  chosen  by  the 
researcher  to  obtain  the  most  expert  Judgment  feasible.  A 
different  sample,  or  different  topics  or  questions  in  the 
survey  instruments,  would  be  Just  as  valid,  and  could  yield 
different  results. 

This  type  of  research  was  particularly  susceptible  to 
bias,  mostly  by  the  researcher.  Bias  can  occur  in  the 
selection  of  experts,  topics  and  questions,  the  wording  of 
questions,  the  manner  of  interviewing,  and  the 
interpretation  of  responses  ( 10 : 299-302) .  This  researcher 
made  every  practical  effort  to  be  aware  of  the  opportunities 
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for  and  avenues  of  bias,  and  to  minimize  its  occurrence  and 
effects. 

The  results  of  this  study  are  probably  not  be 
definitive  for  Air  Force  policy  or  firm  development 
requirements.  However,  the  results  were  expected  to  be 
useful  as  a  guide  for  what  type  of  people  are  needed,  and 
for  individuals  to  follow.  The  outcome  may  support  present 
Air  Force  programs  for  the  development  of  logisticians  or  it 
may  recommend  some  changes.  This  effort  is  an  important 
step  in  the  dynamic  process  of  defining  needs  and  improving 
performance  in  supporting  the  Air  Force  mission. 

This  research  was  Intended  to  develop  a  model  of  what 
the  essential  qualities,  characteristics,  and  background 
should  be  for  the  successful  Air  Force  senior  civilian 
logistician.  This  was  to  have  been  done  in  six  phases, 
described  in  Chapter  III.  The  time  required  to  complete  the 
first  three  phases  did  not  allow  time  to  complete  the  last 
three  phases.  Therefore,  the  products  of  this  effort  are 
the  detailed  results  of  two  sets  of  interviews  and  a 
recommended  draft  Delphi  questionnaire  which  can  be  used  In 
follow-on  research. 
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II 


APIT  Meade  1  for  the  Essential  Qualities.  Characteristics.  and 
Background  of  a  Senior  Military  Logistician 

This  model  was  selected  as  the  baseline  for  the 
research  to  find  an  equivalent  model  for  senior  civilian 
logisticians.  The  first  research  question  asked  in  Chapter 
I  was  whether  this  model  was  applicable  to  senior  civilians. 
Familiarity  with  the  AFIT  Model  is  critical  to  understanding 
the  details  of  this  research. 

This  model  was  first  developed  by  Capt  Overbey  as  the 
result  of  his  1985  thesis  at  AFIT.  It  was  the  result  of 
extensive  literature  review,  a  set  of  interviews  on  basic 
concepts  for  the  senior  military  logistician,  a  two-round 
Delphi  questionnaire  phase,  and  detailed  analysis.  Capt 
Overbey  divided  the  essential  factors  into  eight  components, 
with  varying  numbers  of  subdivisions.  He  chose  to  present 
the  model  graphically  (19:131).  Overbey's  model  is  shown  in 
Figure  1. 

The  AFIT  Model  was  weighted  by  Capt  Zavada  in  her  1986 
AFIT  Thesis.  Before  the  weighting  exercise,  she  arranged 
Overbey's  model  In  a  hierarchy  to  present  in  the  weighting 
questionnaire.  She  renamed  the  eight  components  as 
categories  and  placed  them  in  three  "dimensions."  The 
dimensions  were  experience,  education  and  training,  and 
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Figure  1.  Overbey's  Model  of  the  Professional 
Senior  Military  Logistician  (19:131) 
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professional  attributes.  She  named  the  component 
subdivisions  "elements"  (26:30). 


In  simplifying  the  model  for  weighting,  Capt  Zavada 
changed  the  names  of  three  of  the  categories.  The 
"Experience"  component  became  the  "Assignments  in  Logistics" 
category  because  there  was  now  a  dimension  called 
"Experience."  The  "Academic  Education"  component  was  made 
the  "Advanced  Degree"  category,  reflecting  the  fact  that 
nearly  all  officers  have  a  bachelors  degree.  The 
"Qualities/Characteristics"  component  was  modified  slightly 
to  the  "Personal  Qualities  and  Characteristics  "  category. 
Minor  changes  were  made  to  a  few  elements  (26:31).  Zavada's 
hierarchy  is  shown  in  Figure  2. 
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.  Zavada'a  Hierarchical  Arrangement 
of  Overbey's  Model  (26:31) 
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Qygcxi.ew 

To  satisfy  the  objectives  and  questions  stated  in 
Chapter  I,  a  series  of  purposive  judgment  samples  were  used. 
The  series  was  to  have  included  interviews,  a  Delphi  survey, 
and  a  limited  questionnaire.  Simple  statistics,  in  the 
forms  of  mean  and  determination  of  consensus,  were  used. 

The  objectives  of  this  thesis  were  essentially  the  same 
as  those  of  Capt  Overbey  in  developing  the  AFIT  model  for 
senior  military  logisticians  and  by  Capt  Zavada  in  weighting 
that  model.  Therefore,  the  methodology  used  and  planned 
herein  was  patterned  after,  and  was  quite  similar  to,  their 
methodologies.  Two  additional  steps  were  the  initial 
evaluation  of  the  applicability  of  the  military  model  to 
civilians  and  the  planned  later  comparison  of  the  new 
civilian  model  to  the  military  model. 

Phases  of  Research.  The  following  six  phases  were 
necessary  to  complete  the  objectives: 

1.  A  literature  review  was  done  in  parallel  with  the 
other  five  phases,  laying  necessary  groundwork  for  each  of 
those  phases. 

2.  The  applicability  of  military  models  to  civilians 
would  determine  the  extent  to  which  Interview  questions, 
survey  questionnaires,  and  the  civilian  model  could  be 


14 


patterned  after  the  work  done  by  Overbey.  This  applicabilty 
was  determined  through  interviews  with  acknowledged  experts 
in  top-level  logistics  management. 

3.  Basic  concepts  and  profile  Inputs  for  senior 
civilian  logisticians  were  obtained  using  a  second  set  of 
interviews,  with  opinion  questions  guided  by  phase  2 
results. 

4.  A  questionnaire,  with  questions  more  specific  than 
those  in  phase  3,  was  developed  based  on  phase  3  results. 
This  questionnaire  would  be  used  for  the  Delphi  survey,  a 
technique  that  would  provide  a  more  detailed  set  of  inputs 
for  the  model.  At  least  one  round  of  feedback  and 
adjustment  would  be  used,  more  if  necessary,  to  converge  on 
consensus  on  half  or  more  of  the  statements. 

5.  A  model  would  be  formed  based  on  the  results  of  the 
Delphi  survey.  Differences  with  Overbey's  AFIT  military 
model  would  be  assessed. 

6.  The  new  civilian  model  and  a  questionnaire  would  be 
sent  to  50  to  100  experts  for  prioritizing  the  components 
and  subcomponents  of  the  model.  The  respondents'  scores  for 
each  model  element  would  be  averaged  to  form  weights  for 
those  elements. 

Research  Completed.  The  time  required  to  develop  the 
interview  schedules,  arrange  and  complete  the  interviews, 
and  analyze  the  results  of  each  interview  to  apply  to  the 
next  phase  did  not  allow  time  to  complete  further  phases  in 
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the  overall  research  time.  Therefore,  the  products  of  this 
research  were  the  detailed  results  of  the  two  sets  of 
interviews  and  a  draft  Delphi  questionnaire  which  can  be 
used  in  follow-on  work. 

Chapter  Out  1 ine .  The  remainder  of  this  chapter 
addresses  the  justification  for  the  selected  methodology, 
the  selection  and  assignment  of  experts,  the  data  analysis 
and  decision  criteria,  the  development  of  survey  instruments 
and  data  analysis  details,  and  the  model  development. 

Justification  for  the  Methodology 

This  research  was  not  quantitative.  The  subject  matter 
had  no  numerical  values  by  which  it  could  be  measured. 
Evaluations  of  performance  and  estimates  of  requirements 
then  became  dependent  on  judgment.  In  such  cases,  the  best 
possible  judgment  should  be  obtained.  Decision  theory  holds 
that,  under  uncertainty,  the  quality  of  the  decision,  or  the 
probability  of  a  correct  decision,  improves  as  the  amount  of 
valid  information  Increases  (1:623-624).  The  subject  of 
this  research  was  theoretical,  speculative,  and  uncertain. 

The  RAND  Corporation's  developers  of  the  Delphi 
technique  made  several  applicable  statements  in  several 
reports.  They  noted  that  the  pure  scientist  tries  to  learn 
things  for  the  sake  of  knowledge,  but  the  operations  analyst 
is  charged  to  reach  efficient  decisions  or  solutions  even 
when  no  sound  scientific  theory  exists.  He  must  still  apply 


16 


his  tools,  using  whatever  Intuitive  insight  he  can  gain  from 
any  experience  passed  on  to  him,  so  that  he  is  dependent  on 
expert  judgment  0:1,2),  Also,  he  "should  acknowledge  the 
need  for  intuitive  expertise  and  make  the  most  of  it  by 
replacing  surreptitious  use  with  explicit  and  systematic 
appl lcat ion"  <14:3). 

Systematic  application  transfers  research  from  the 
realm  of  random  probability  sampling  to  the  less  rigorous 
realm  of  non-probabi 1 i ty  sampling.  Of  the  two  types  of 
non-probability  sampling,  purposive  is  better  than 
convenience.  Within  purposive  sampling,  judgment  selection 
will  provide  better  expertise  than  quota  selection,  because 
the  latter  requires  the  sample  be  representative  of  the 
whole  population  <9>. 

Two  forms  of  survey  research  which  can  be  used  for 
purposive  judgment  are  the  interview  and  the  questionnaire, 
and  either  of  these  can  be  used  within  the  Delphi  procedure. 
A  questionnaire  is  a  written  group  of  questions  designed  to 
obtain  specific  information.  The  interview  has  the  same 
objective  but  provides  the  acbninlstrator  more  control, 
allowing  him  to  probe  for  deeper  or  more  specialized 
information.  It  is  one  of  the  most  used  vehicles  for 
gathering  information  <21:70).  The  Interview  can  be 
unstructured,  which  is  more  flexible,  or  can  be  structured, 
which  uses  a  prewritten  set  of  questions,  the  schedule,  and 
becomes  an  oral  questionnaire  <9). 
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The  interview  was  selected  for  the  earlier  phases  of 
this  study  where  greater  detail  was  needed.  The  structured 
form  was  used  to  Insure  all  questions  were  asked  each  time 
and  for  overall  consistency. 

The  Delphi  procedure,  named  after  a  project  which 
developed  it  at  RAND  Corporation,  grew  out  of  experiments  in 
the  late  1940s  to  enhance  forecasting  (22:1,3).  Several 
types  of  qroup  response  techniques  were  tried,  based  on  an 
adaptation  of  an  old  adage  "N  heads  are  better  than  one" 
(6:3).  The  studies  at  RAND  indicated  three  main 
disadvantages  of  using  group  discussion  and  committee 
efforts  to  reach  accurate  group  responses:  Influence  by 
dominant  member(s),  noise  (extraneous  information  and 
superfluous  discussion  masking  the  objective),  and  group 
pressure  for  compromise  or  conformity.  In  contrast,  the 
Delphi  technique  offers  anonymity,  controlled  feedback,  and 
statistical  group  response  (6:3). 

Early  experiments  in  1951  were  deliberate  attempts  to 
avoid  the  group  action  disadvantages  cited  above  through 
"controlled  interaction"  (8:2).  "It  should  be  used  with  a 
group  of  experts  or  especially  knowledgeable  individuals" 
(7:1).  "It  is  applicable  whenever  policies  or  plans  must  be 
based  on  informed  judgment"  (13:1).  Experiments  into  the 
1960s  showed  greater  convergence  on  a  group  response  and 
greater  accuracy  of  response  to  almanac- type  questions  using 
Delphi  than  using  group  interaction  (3:8).  Factors  said  by 
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RAND  developers  to  be  "at  work"  in  this  process  are  social 
pressure  (other  than  confrontation),  rethinking,  and 
transfer  of  information  from  other  experts  (7:5).  Similar 
advantages  of  feedback  claimed  by  RAND  include  opportunity 
to  correct  possible  misconceptions  and  being  directed  to 
factors  overlooked  (8:3)  and  exposing  answers  to  critique 
without  actual  confrontation  or  identification  (14:6). 

Not  all  researchers  support  the  use  of  the  Delphi 
technique.  Experiments  in  1968  were  less  conclusive  about 
its  superiority  for  convergence  and  accuracy  of  response. 

The  earlier  experiments  had  used  "almanac”  questions,  but 
most  applications  look  for  value  judgments  (subjective) 
(5:21-24,73) .  The  strongest  critic! am  was  written  by  another 
RAND  researcher,  Sackman,  in  1974,  reporting  on  an  Air 
Force-sponsored  assessment  of  Delphi.  Sackman  reviewed  over 
150  accessible  Delphi  applications  and  concluded  the  method 
"is  unreliable  and  scientifically  unvalidated  in  principle 
and  probably  in  practice."  He  attacked  all  phases  of  the 
process  from  selection  and  dependence  on  experts  to  poor 
questionnaires  to  its  convergence  techniques.  His  baseline 
was  a  series  of  American  Psychological  Assoc 1 at i on 's  social 
science  standards  for  research  and  he  explained  why  he 
thought  Delphi  significantly  failed  to  meet  each  one 
(22: vi ,1,9-27).  The  accusations  of  unscientific  methodology 
are  also  applicable  to  improperly  conducted  non-Delphi  tests 
or  surveys.  Sackman  summarized  several  other  writings 
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critical  of  Delphi  but  stated  he  found  critical  literature 
"uneven  and  sparse."  His  list  of  Delphi  advantages  were  all 
convenience  factors:  low  cost,  flexible  application,  ease  of 
administration,  minimal  time  Investment  by  test  director, 
etc.  (22:29-32).  In  spite  of  citing  Delphi's  popularity, 
Sackman  recommended  the  method  be  dropped  "until  its 
principles,  methods,  and  applications  can  be  established  ... 
scientifically"  (22:111).  Another  assessment  of  Delphi  In 
1983  failed  to  support  the  contributions  of  some  of  the 
steps  of  the  process,  but  the  report  stated  the  "Delphi 
methods  may  be  the  most  widely  used  set  of  technical 
forecasting  tools"  (20:173,181). 

In  1982  the  state  of  Alaska  needed  a  long  range 
forecast  of  its  economical  and  resource  development  future. 
After  a  review  of  available  techniques,  including  first-hand 
experiences,  Alaskan  officials  selected  the  Delphi  process 
and  contracted  Alaska  Pacific  University  to  conduct  the 
study.  The  assessment  included  reviewing  critical 
literature,  including  Sackman  and  Parente,  et  al.  Delphi 
was  still  chosen  as  most  applicable  for  their  dynamic. 
Judgmental  situation.  This  article  cited  a  survey  by 
Brockhaus  and  Nlckelsen  (1977  report)  covering  176  Delphi 
project  directors  and  identifying  698  Delphi  projects  in  10 
industrial  countries,  in  most  social*  managerial,  and 
technical  fields.  One  and  one  half  years  after  completion 
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of  the  study,  Alaskan  officials  were  extremely  pleased  with 
the  technique,  the  study,  and  the  report  < li : 100-109) . 

Experts 

The  first  step  in  collecting  data  was  to  name  the 
population  to  be  surveyed.  Literature  is  inconclusive  / 
concerning  the  value  of  experts  in  reaching  accurate  group 
predictions.  This  is  one  of  the  criticisms  of  the  Delphi 
method  (22:33,34).  However,  for  basic  information  gathering, 
use  of  experts  is  important  and  experts  do  not  degrade 
Delphi  results  (3: 1 ,8 ;5: 21-24) .  Since  this  study  concerned 
senior  logisticians,  that  is  the  population  used.  The 
definitions  of  senior  and  logistician  are  such  that  the 
population,  in  essence,  consists  of  experts.  To  enhance  the 
probability  of  sampling  true  experts,  agencies  Involved  with 
the  development  or  management  of  senior  logisticians  were 
asked  for  lists  of  experts.  These  agencies  included  USAF 
Headquarters,  AFLC  Headquarters,  the  AFIT  School  of  Systems 
and  Logistics,  the  Air  Force  Acquisition  Logistics  Center, 
the  Air  Force  Civilian  Personnel  Management  Center,  the  Air 
Force  Logistics  Management  Center,  and  many  of  the 
individual  interviewees. 

The  population  of  experts  Included  active  duty  and 
retired  civilians  and  military.  They  were  categorized  by 
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grade  and  by  active  and  retired.  Grades  were  GM/GS-15  or 
higher,  including  Senior  Executive  Service  (SES),  for 


civilians,  and  colonel  or  above  for  military.  The  experts 
were  also  categorized  as  military  or  civilians. 

Table  1  shows  the  planned  assignment  of  the  experts  to 
the  various  phases  of  this  research.  Between  110  and  200 
exp  rts  were  anticipated,  depending  on  the  final  numbers 
chosen  for  each  phase  and  the  number  that  would  participate 
in  more  than  one  phase.  Table  1  shows  the  planned 
allowances  and  restrictions  on  multiple  phase  participation. 
Table  1  also  shows  the  flow  of  the  research  phases  and  the 
categories  of  experts. 

Dflta-.Anfl.lY3i  a 

The  most  difficult  aspect  of  analysis  was  the  merging 
of  the  detailed,  subjective  answers  obtained  from  the  two 
sets  of  Interviews.  This  was  a  brute  force  review  of  all 
responses  to  each  question,  looking  for  common  ground  while 
retaining  as  much  information  as  possslble.  Preparing  the 
feedback  packages  for  round  two  of  the  Delphi  survey  will  be 
similar  if  subjective  or  open  ended-quest i ons  are  used. 

Statistics.  The  statistics  to  be  applied  to  the  Delphi 
and  weighting  responses  are  simple.  The  median  of  a  data 
set  is  a  number  such  that  half  the  values  fall  below  this 
number  and  half  fall  above  it.  If  the  number  of  values  is 
odd,  the  median  is  the  middle  number  when  the  values  are 
ranked  from  smallest  to  largest.  If  the  number  of  values  in 
the  ranked  set  is  even,  the  median  is  the  sum  of  the  middle 
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Table  1.  Assignments  of  Experts 


I  NAME  IDEMOG.I  MIL  MODEL  I  CONCEPTS  I  DELPHI  >  MODEL  I  WEIGHTING 

I - 1 - 1 - \ - 1 - 1 - 

I  (SOB-  ICIAI+-I  Pre-IInterl  Pre-IInterl  Pre-lround  Iround  I  Pre-laurvey 

I  COLUMNS)  IMIRI15I  teat  I -view I  testi-viewi  test  I  one  I  two  I  test  I 

I - 1 —I— I — I - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 

I  (CODE)  III  ILIMIPI0ICID1  I  D2  I  U  I  V 

I - 1— I —I — I - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 

I (QUANTITY) I  II  12-31  6-101  2-3  120-301  2-3  I  30-501  30-501  3  150-100 

I - 1  - 1  - 1  —  I - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 1 - 

I  (LIMITS)  III  I  -  ino  L  10-1  Lino  P  II  L.PI  no  C  I  no  C  I  1  C  I  no  D 
I  Mill  I  Ifew  Ml  Isom  HI  seme  Ml  1  L  Isoae  D 

I  I  I  I  I  I  I  I  I  I ok  -D2lok  -Dll  I 


Explanation  of  Table  Terms 

Columns 

NAME:  Names  of  experts,  below  the  (LIMITS)  row 
DEMOG. :  Demographics 

C  over  H:  Civilians  or  military 
A  over  R:  Active  or  retired 
♦-  over  15:  Levels  above  or  below  GM-15  or  0-6 
(Colonels  and  GM-15s  entered  as  0) 

MIL  MODEL:  The  military  model  applicability  survey 
CONCEPTS:  The  survey  for  basic  concepts  information 
DELPHI  >  MODEL:  The  Delphi  survey  for  inputs  for  the  model 
WEIGHTING:  The  weighting  survey 

Rows 

(CODE):  Arbitrary  code  for  each  activity  for  tracking 
(QUANTITY):  Number  or  range  of  desired  participants 
(LIMITS):  Restrictions  on  multiple  event  participation 
1  L,P:  One  from  L  or  P 

ok  -D2:  May  be  included  even  if  drops  from  round  two 
ok  -Dl:  May  be  included  if  misses  round  one 
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two  values  divided  by  two.  The  median  is  not  affected  by 
the  distances  of  the  values  from  the  median.  The  mean,  or 
average,  is  the  sum  of  all  the  values  of  the  data  set 
divided  by  the  number  of  values  in  the  set.  The  mean  is 
affected  by  the  distances  of  the  values  from  the  mlcfe>oint. 

If  the  data  is  symmetrically  distributed,  the  mean  and  the 
median  will  be  the  same.  If  there  are  more  values  farther 
away  from  the  median  on  a  side  of  the  median,  those  values 
will  pull  the  mean  to  that  3lde  of  the  median.  This 
asymmetry  is  called  skew,  and  its  direction  is  named  for  the 
side  to  which  the  mean  has  been  pulled.  Interquartile  range 
(IQR)  defines  the  middle  half  of  the  set  of  values.  IQR  is 
stated  in  terms  of  the  values  at  the  25  and  75  percentile 
points  of  the  ranked  data  set.  The  distance  of  each  of 
these  values  from  the  median  is  a  measure  of  how  dispersed 
the  data  set  is.  If  the  distribution  is  symmetrical,  these 
values  will  be  equidistant  from  the  median  (16:59-66,97). 

Decision  Criteria.  Decisions  were  anticipated  for  each 
phase  of  the  research.  A  decision  had  to  be  made  about  the 
set  of  responses  for  each  question  in  each  interview  set  and 
questionnaire.  Decisions  were  necessary  after  each 
interview  phase  concerning  whether  the  next  phase  was  needed 
or  could  be  deleted.  The  phase  decisions  depended  on  having 
enough  information  from  the  previous  phase  to  not  need  the 
next  phase.  Unanswered  questions  or  unresolved  Issues  after 
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one  phase  required  that  the  next  phase(s)  be  done.  The  key 
to  determining  whether  each  question  was  answered  was  the 
presence  or  lack  of  a  consensus  among  its  responses.  This 
was  not  as  simple  as  establishing  a  simple  majority  as  the 
consensus  criterion.  Subjective  material  must  be  treated 
conservatively.  Tendencies  toward  bias  must  be  considered. 
The  more  subjective  the  material  and  the  stronger  the 
tendency  toward  bias,  the  more  stringent  the  consensus 
criteria  must  be. 

At  the  point  of  determining  the  applicability  of  the 
AFIT  Model  for  military  senior  logisticians  to  senior 
civilian  logisticians,  there  was  significant  risk  of 
researcher  bias.  The  more  applicable  the  military  model  was 
to  senior  civilians,  the  more  applicable  would  be  the  work 
done  deriving  that  military  model  and  the  less  "new  or 
different  work"  would  be  needed  for  the  civilian  model. 

Also,  if  the  models  were  actually  the  same  except  for  the 
weighting  of  the  categories,  direct  comparisons  could  be 
made  and  different  weightings  discussed.  Also,  the 
questions  and  the  responses  in  this  first  set  of  interviews 
was  quite  subjective. 

In  view  of  the  prospective  bias  toward  model 
applicability,  the  researcher  felt  a  simple  majority  of 
opinions  for  non-applicability  should  establish  consensus 
for  non-applicability.  However,  simple  majorities  of 
opinion  were  felt  to  be  insufficient  to  support 
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applicability  of  a  model  in  general ,  or  of  suggested 
categories.  Two-thirds  majority  of  opinions,  supported  by 
explanations  and  consistency  with  other  opinions  of  the  same 
interviewee,  was  determined  to  be  necessary  to  establish 
consensus  on  applicability.  This  was  applied  to  the  overall 
response  of  all  interviewees  for  each  question.  The 
civilian  and  military  groups  of  respondents  were  each 
required  to  support  the  overall  position  with  a  majority. 

The  interviews  on  the  basic  concepts  for  the  senior 
civilian  logistician,  the  second  set  of  interviews,  did  not 
have  the  same  tendency  to  directly  apply  the  military  model 
that  the  first  interviews  had.  The  material  of  the  second 
set  was  probably  more  subjective  than  the  questions  in  the 
first  set.  The  same  two-thirds  overall  plus  a  majority  In 
each  group  were  required  for  consensus  of  responses  in  the 
second  set  of  interviews. 

The  Delphi  questionnaire  should  be  a  less  subjective 
instrument  because  its  questions  should  be  eliciting  more 
specific  responses  than  the  Interviews.  Those  questions 
Intended  for  consensus  should  request  answers  on  some  scale. 
Therefore,  a  simple  majority  was  felt  to  be  sufficient  to 
establish  consensus. 

The  most  subjective  issue  under  consideration  was 
determining  whether  or  not  to  delete  one  or  two  phases. 

That  thought  was  tempting.  Therefore,  very  stringent 
consensus  criteria  was  necessary  to  rule  that  each  question 
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was  answered  clearly  enough  to  support  deleting  a  phase.  A 
majority  of  three  fourths  of  the  responses  overall  and  two 
thirds  in  each  of  the  military  and  civilian  groups  was 
required  to  cite  each  response  as  supporting  deletion  of  a 
phase . 

Interviews 

Interviews  were  used  for  the  second  and  third  phases, 
the  first  two  phases  shown  in  Table  1,  the  review  of  the 
applicability  of  a  military  model  to  civilians,  and  the 
gathering  of  basic  concepts  to  be  used  in  developing  the 
Delphi  questionnaire.  Personal  (face-to-face)  interviews 
were  used  when  time  and  location  allowed.  Most  of  the 
interviews  were  by  telephone.  The  two  types  have  several  of 
the  same  advantages  of  high  participation  rate,  interviewer 
control,  accuracy  improvement  through  flexibility,  and 
observation  of  secondary  information.  They  also  share 
disadvantages  of  interviewer  bias,  missing  connections  due 
to  time  incompatibilities,  and  need  for  training 
interviewers.  These  good  and  bad  features  are  all  stronger 
for  the  personal  interview,  but  telephone  interviews  provide 
wide  geographic  capability  at  low  cost  and  time  Investment 
(21:79-92). 

The  interview  schedule  for  the  military  model 

* 

applicability  determination  was  developed  based  on  careful 
thought,  a  review  of  Capt  Overbey's  interview  questions, 
discussions  with  advisors,  and  a  review  of  literature  on 
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military  and  civilian  logisticians.  This  schedule  was 
expected  to  have  only  five  or  six  question  topics, 
proceeding  from  very  general  to  slightly  specific.  When 
developed,  it  had  15  questions  in  eight  topics.  The 
questions  for  these  interviews  were  worded  and  sequenced  to 
minimize  leading  interviewees  to  support  model 
applicability.  The  interview  questions  covered  supporting 
topics  of  responsibilities  and  background  in  general  terms 
before  addressing  models.  The  pre-question  explanation 
described  only  the  general  nature  of  a  desired  model  for 
civilians  without  mentioning  or  presenting  any  categories. 
The  questions  on  models  started  without  category  titles  and 
then  moved  from  very  broad  categories  to  less  broad 
categories.  This  flow  was  to  elicit  opinions  on  general 
military-civilian  comparability,  general  model 
comparabi 1 ity,  and  model  category  applicability,  in  that 
order.  This  schedule  was  pretested  with  AFIT  faculty 
members  and  two  other  persons  the  faculty  recommended. 

The  basic  concepts  interview  schedule  was  developed 
based  on  the  results  of  the  first  set  of  Interviews,  review 
of  Capt  Overbey's  interview  and  Delphi  questions,  and 
discussions  with  the  thesis  advisor.  As  expected,  this 
schedule  was  longer  than  the  first  one,  29  questions  on 
eight  topics,  and  had  more  specific  questions.  It  also  was 
pretested  with  a  group  similar  to  the  first  schedule 
pretest . 
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The  Delphi  technique  has  been  defined  and  Its 
advantages  and  disadvantages  have  been  presented  earlier  in 
this  thesis.  A  description  of  this  iterative  process  is  now 
necessary.  Delphi  starts  with  an  opinion  instrument, 
usually  a  questionnaire,  for  its  first  round.  The  results 
are  reviewed  for  the  answers,  and  level  of  agreement.  If 
the  questions  asked  for  preferences  on  some  scale,  such  as 
the  Likert  sale,  central  tendencies  are  most  properly 
indicated  by  the  median  of  each  set  of  responses.  The  mean 
can  also  be  used  as  an  indication  of  skewness  (separation  of 
mean  and  median).  Dispersion  tendencies  are  best  shown  with 
interquartile  range  (IQR),  which  shows  the  middle  50  percent 
of  the  response  points.  These  statistics  and  possible 
additional  information  about  the  answers  are  fed  back  to 
each  of  the  respondents  with  an  indication  of  his  or  her 
Initial  response.  He  can  see  how  each  of  his  own  responses 
compared  with  the  group  response  and  can  either  change  or 
not  change  his  responses  for  the  second  round.  There  is 
great  flexibility  here  on  how  much  information  is  fed  back 
and  how  much  pressure  for  conformance  is  applied.  The  IQR 
may  not  be  fed  back  for  round  two  because  doing  so  would 
increase  the  pressure  for  conformance  and  make  the  round  two 
package  longer  and  more  complicated  (4:32-33).  Additional 
iterations  after  round  two  usually  involve  more  specific 
feedback  and  stronger  Implications  for  convergence.  Most 
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experiments  and  applications  of  Delphi  show  the  most 
significant  convergence  is  between  rounds  one  and  two 
(7:4-7). 

This  Delphi  questionnaire  was  developed  based  on  the 
information  gained  from  the  second  set  of  interviews  and 
using  some  questions  from  Capt  Overbey's  Delphi 
questionnaire.  Five  point  Likert  preference  scales  and 
other  scales  were  used  for  as  many  questions  as  appropriate 
(10:273).  Most  questions  were  more  specific  than  those  in 
the  interviews.  Convergence  to  consensus  of  at  least  50 
percent  on  half  or  more  of  the  questions  is  expected  in  this 
application  (19:97).  This  questionnaire  wi 1 1  be  pretested 
similarly  to  the  Interview  schedules. 

Weight i no  Survey 

This  survey  will  be  a  set  of  priority  assignment 
requests.  The  model  developed  from  the  expert  opinions 
obtained  through  the  Delphi  procedure  will  be  furnished  to 
the  selected  participants  along  with  an  explanation  of  the 
model.  The  participants  will  be  asked  to  allocate  100 
points  among  the  top  level  components  of  the  model, 
reflecting  their  decisions  on  the  relative  importance  of 
those  components.  They  will  then  be  asked  to  similarly 
divide  100  points  among  the  subcomponents  in  each  component. 
The  respondents'  scores  will  be  averaged  for  each 
allocation.  The  mean  for  each  component  will  be  multiplied 
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by  the  means  for  each  subcomponent  within  that  conponent  to 
derive  second  level  weightings. 

Model  Development 

The  model  will  be  comprised  of  the  features  supported 
or  identified  by  the  Delphi  survey.  The  model  will  reflect 
some  logical  grouping  of  these  features.  The  number  of 
groups  (components  or  categories)  and  their  elements  will 
depend  on  the  Delphi  results. 
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iv.  Findings  and  Analysis 

This  chapter  describes  the  results  of  the  data 
gathering  phases  of  this  study.  The  research  plan  described 
in  Chapter  III  Included  two  sets  of  interviews,  a  Delphi 
survey,  and  a  weighting  questionnaire.  The  purpose  of  the 
first  set  of  interviews  was  to  determine  the  applicability 
of  a  descriptive  model  of  the  qualities,  characteristics  and 
background  of  senior  military  logisticians  to  senior 
civilian  logisticians.  The  second  set  of  interviews  was 
required  to  gather  information  on  basic  issues  of  civilians' 
background,  such  as  education,  experience,  and  qualities. 

The  objective  of  the  Delphi  survey  was  to  survey  logistics 
experts  and  attempt  to  reach  consensus  on  the  elements  that 
should  be  inducted  in  a  normative  model  of  the  senior 
civilian  logistician.  The  final  weighting  questionnaire  was 
to  determine  the  specific  weightings  of  the  model 
dimensions,  categories,  and  elements. 

The  time  available  for  this  research  was  limited  and 
the  additional  unprogrammed  time  required  to  conduct  and 
analyze  the  two  sets  of  interviews  precluded  completion  of 
all  planned  phases.  A  Delphi  questionnaire  was  developed 
but  not  used.  Therefore,  a  final  model  could  not  be 
developed  or  weighted. 
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Twelve  senior  logisticians  were  interviewed  in  each 
set  of  interviews.  In  each  case  six  civilians  and  six 
military  officers  were  questioned.  The  grades  of  the 
civilians  varied  from  the  fourth  level  of  the  Senior 
Executive  Service  (SES),  called  Distinguished  Visitor  level 
four  (DV-4),  down  through  General  Management  level  fifteen 
(GM-15).  The  officers'  ranks  covered  the  equivalent  span  of 
lieutenant  general  down  through  colonel .  The  interviewees 
(listed  in  Appendix  K)  were  selected  from  organizations  at 
several  levels  of  command.  The  combined  partitioning  of  the 
two  sets  of  interviews  is  shown  in  Table  2.  The  office 
symbol  of  each  participant  has  been  indicated  in  Table  2. 
This  table  also  indicates  the  number  of  Interviewees  of  each 
grade  in  each  agency.  The  column  on  the  right  side  of  Table 
2  indicates  which  set  of  interviews  applies  to  the  office 
symbols  and  quantities.  Table  2  shows  that  five  civilians 
and  five  officers  from  AFLC  organizations  were  interviewed, 
but  only  three  of  each  group  from  AFSC  were  interviewed. 

This  is  reasonable  because  AFLC  has  a  much  larger  population 
of  senior  civilian  logisticians.  If  one  preferred  to 
partition  along  lines  of  acquisition  and  operational 
logistics,  the  two  AFALC  participants  could  be  merged  with 
AFSC  and  the  numbers  would  be  equal. 

The  results  of  the  first  set  of  interviews  will  be 
discussed  initially.  The  results  of  the  second  set  of 
Interviews  will  follow  the  first. 
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Table  2.  Partitioning  of  Interviewees 
by  Grade,  Agency,  ana  Office  Sysbol 
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Interview  flytaliflPa*  The  schedule  of  Interview 
questions  appears  in  Appendices  A  and  B.  Appendix  A  is  the 
pretest  version  which  was  no dified  using  the  recommendations 
of  three  logisticians.  The  actual  questions  used  for  these 
interviews  are  contained  in  Appendix  B.  The  first  page  of 
the  interview  schedule  was  read  to  the  interviewee  at  the 
start  of  each  interview.  This  interview  schedule  contained 
fifteen  questions.  Thirteen  of  these  called  for  the 
interviewee  to  make  a  choice,  such  as  yes  or  no.  The  last 
two  questions  asked  for  additional  inputs.  In  this 
interview  process  only  one  question  was  unanswered  by  one 
respondent . 

General  Results.  Twelve  of  the  thirteen  questions 
eliciting  choices  were  answered  with  clear  agreement.  In 
eleven  cases,  this  agreement  carried  through  to  the 
subordinate  question  of  how  much  the  particular  model 
category  applied.  Significant  differences  between  the 
civilian  results  and  the  military  responses  occurred  only 
twice.  These  differences  are  addressed  in  a  summary  of  this 
set  of  interviews,  which  follows  the  detai led  presentation 


of  the  responses  for  each  of  the  fifteen  questions.  The 
results  of  all  the  responses  involving  choices  are 
summarized  in  Table  18  in  that  part  of  the  chapter. 


Baailia  *nd  Int«rvi«JM  fimtmntm  bv  Question.  While 
there  was  consensus  on  nearly  every  point,  the  explanations 
which  accompanied  the  yes-no  answers  reflected  varied 
opinions.  The  explanations  and  comments  elicited  by  each 
question  are  provided  in  the  following  subparagraphs.  The 
exact  wording  for  each  question  will  be  shown  first. 

Each  question  will  be  followed  by  a  table  which 
contains  the  comments  made  to  support  each  yes-no  response. 
Each  table  will  also  indicate  the  number  of  civilians  and 
officers  that  made  each  comment.  The  tally  of  the 
respondents,  or  "commenters*  as  they  are  called  in  the 
tables,  is  intended  only  to  indicate  some  level  of  agreement 
among  the  interviewees.  Since  several  of  the  respondents 
used  more  than  one  comment  to  support  their  opinions,  the 
total  number  of  comments  often  exceeds  the  number  of 
respondents.  The  first  few  lines  of  each  table  are  used  to 
indicate  the  overall  response  pattern  for  the  question. 

These  lines  have  no  comments  entered.  Several  comments 
tended  to  caveat  the  opinion  stated  and  these  are  presented 
next  after  the  overall  status.  These  comments,  and  any 
others  for  which  knowing  the  stated  opinion  of  the  commenter 
helps  understand  the  comment,  start  with  an  indicator  of  the 
opinion. 
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Table  3.  Comments  on  Responsibility  Differences,  cont 


COMMENT ERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 

1 

3 


Military  bring  broader  backgrounds  to  senior 
positions  compared  with  the  narrower,  deeper 
expertise  of  civilians. 


Military  are  more  believable  spokespersons 
for  support  functions  when  interfacing  with 
operational  people  (mostly  military). 


Responsibilities  and  background  strengths  of 
boss  and  deputy  should  not  duplicate  or 
over- lap.  They  complement  each  other  and 
gain  from  synergy  possible  with,  and  needed 
from,  their  broader  combined  background. 


The  mix  of  duties  is  determined  by  the  rela¬ 
tive  background  strengths  and  personalities 
of  the  director  and  deputy,  and  prescribed 
by  the  director. 


A  common  duties  split  is  the  military  boss 
for  policy,  the  civilian  for  acknlnl  strati  on. 


Military  are  overall  managers  and  military 
counselors  while  civilians  run  the  projects. 


Civilians  are  technical  experts  and  adept 
managers,  more  effective  in  running  day  to 
day  logistics  functions. 


Background  Differences.  The  questions  were: 
Should  there  be  any  differences  in  the  essential  background 
and  characteristics  of  civilian  and  military  senior  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not?  If  so,  what  are  they?  If  so,  are  they 
significant? 


Table  4.  Comments  on  Background  Differences 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


7  12  1 

5  14  1 

1  I  1  i 
I  I 
I  I 


5 

1 


Yes 


No 


Said  no,  except  that  civilians  should  spend 
more  time  in  more  Journeyman  level  Jobs  and 
learn  them  in  more  depth  than  officers. 


1  I  1 
I 
I 

1  I  1 
I 

1  I 
I 

1  I  1 
I 
I 

1  I 
I 
I 


1 


1 


Said  no,  but  it  is  good  for  a  boss-deputy 
pair  to  have  different  backgrounds  so  that 
they  have  a  broader  combined  background. 


Said  yes,  but  added  ideally  "no,"  pragmatic¬ 
ally  "yes." 


Said  no,  ideally  both  should  rise  through 
the  same  "track." 


The  two  groups  have  very  different  tracks, 
and  many  Jobs  held  by  military  cannot 
1 ega 1 1 y  be  done  by  civil! ans . 


The  entire  career  structures  are  different 
and  making  them  equal  would  take  impossibly 
large  changes. 
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Table  4.  Comments  on  Background  Differences,  cont. 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


The  differences  are  mainly  in  experiences 
and  not  in  education  or  training. 


1 


Military  must  have  command  experience, 
which  gives  one  a  different  perspective. 


1 


Military  must  have  combat  or  operational 
unit  experience. 


1 


It  is  an  advantage  for  logistics  organiza¬ 
tions  to  have  customer  experience  like  the 
mi  1 i tary  have . 


Civilians  don't  get  much  opportunity  to  get 
operational  or  retail  logistics  experiences. 


The  military  don't  have  time  to  learn 
logistics  functions  in  depth. 


Civilians  should  get  some  user,  operational, 
or  retail  logistics  experience  and  broaden 
their  background  for  senior  positions. 


A  more  narrow  background  is  necessary  for 
civilians  but  not  all  in  one  area. 


1 


Civilian  continuity  is  needed. 


1 


Civilian  continuity  no  longer  exists  in  many 
areas  as  younger  civilians  see  mobility  as  a 
way  to  get  ahead. 


i 

i 

i 
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General  Model  Applicability.  The  question  was: 

Without  worrying  right  now  about  the  names  of  any  categories, 
should  a  model  for  the  qualities,  background,  and  characteristics 
of  senior  military  logisticians  be  applicable,  in  general,  for 
senior  civilian  logisticians? 

YES _  NO _  NO  RESPONSE _ 

Why,  or  why  not? 

Table  5.  Comments  on  Military  Model  Applicability 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


10  I  5  I  5 

2  1111 

1111 
I  I 
I  I 
I  I 


Yes 


No 


Said  no,  some  model  categories  probably 
would  not  apply  to  civilians.  This  question 
can't  be  answered  without  knowing  the  mode) 
categories. 


II  11 

I  l 

I  I 

I  I 

I  I 

I  I 


Said  no.  Civilian  and  military  career  proc¬ 
esses  and  their  management  are  different. 

How  would  typical  civilians  be  made  to  move 
every  three  years  and  how  would  military 
stay  longer  in  each  place  and  still  get  all 
their  required  experiences? 


—  I - 1  — 

1111 

111) 

—  I - 1  — 

1111 

—  I - 1  — 

2  1  (2 

—  I - 1  — 

2  1  12 

I  I 


Qualities  are  generic  to  rise  to  the  top. 


Not  all  categories  will  apply  equally. 


Subcategories  may  not  all  apply. 


Duties  are  the  same  in  senior  level  Jobs. 


Model  should  be  a  guide  or  an  ideal,  not  a 
set  of  mandatory  wickets. 
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Tod  Three  Model  Categories  Applicability.  The 
questions  were: 

If  a  military  model  had  three  top  categories  of  experience, 
education  and  training,  and  professional  attributes,  would  these 
categories  be  applicable  to  senior  civilian  logisticians? 

YES _  NO _  NO  RESPONSE _ 


Would  each  these  categories  be  as  applicable  to  civilians  as 
to  military? 


YES  _  NO  _  NO  RESPONSE 


Why,  or  why  not? 

Table  6.  Comments  on  Three  Model  Categories 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 

12  16  I  6 

- 1 - 1 - 

10  I  5  I  5 

- 1 - 1 - 

2  1111 

- 1 - 1 - 

1111 
I  I 

I  I 

- 1 - 1 - 

II  II 
I  I 

I  I 

- 1 - 1 - 

1111 
I  I 

I  I 


Yes,  equally 


No,  not  equally. 


Said  "not  equally."  Experience  should  be  l 
less  applicable  for  civilians  although  expe-l 
rience  can  be  gained  without  mobility.  t 


Said  "not  equally."  SESs  are  selected  with  l 
a  different  set  of  conditions  than  military  I 
because  they  will  perform  different  duties.  I 

- 1 

If  any  schools  are  made  mandatory,  civil lansl 
should  get  equal  priority  or  opportunity  to  I 
make  model  applicability  equal.  I 
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Table  6.  Comments  on  Three  Model  Categories,  eont 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 


1 


Professional  Military  Education  (PME>  should 
be  tailored  for  civilians. 


1 


1 


Civilian  degrees  can  replace  military  acad¬ 
emies  for  civilians  but  the  goal  or  result 
of  educated  thinkers  should  be  the  same. 


1 


These  categories  will  have  different 
subdivisions  for  civilians  and  officers. 


2 


The  experiences  of  military  and  civilians 
will  be  different . 


1 


1 


1 


1 


1 


1 


1 


Experience,  education  and  training,  and 
professional  attributes  is  the  correct  order 
of  priority  for  officers  and  civilians. 


The  order  of  priority  should  be  professional 
attributes,  experience,  and  education  and 
training  for  civilians  and  officers. 


Civilians  and  officers  are  used  differently, 
senior  civilians  for  corporate  memory  while 
military  are  mobile. 


Said  "equally  applicable.”  Of  course! 
Civilians  are  professionals  too.  "We"  just 
haven't  grown  them  like  "we"  should. 


43 


"Logistics  Assignments"  Category.  The  questions 

were: 

Should  a  category  of  "Logistics  Assignments,"  assignments  in 
one  or  more  logistics  functions,  be  applicable,  or  equally 
applicable,  to  senior  civilian  logisticians? 

YBS< apply) _  YES<«> _ N0<«> _  N0( apply) _ 

Why,  or  why  not? 


Table  7.  Comments  on  Logistics  Assignments 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 
12  I  6  I  6 


Yes 


equal ly. 


No,  not  equally. 


Said  "not  equally."  Logistics  assignments 
apply  less  to  civilians,  whose  assignments 
should  be  more  stable  than  the  military's. 

An  officer  added  civilians  should  be  experts 
in  details  to  support  the  mobite  military. 


Said  "not  equally."  Civilians  and  military 
have  different  career  paths.  Civilians 
should  be  "broad"  in  logistics  funtlons, 
which  is  difficult  for  the  military  to  do. 


Civilians  should  be  broadened  in  different 
logistics  aspects.  One  said  one  must  have 
three  or  more  areas  to  be  a  logistician. 
The  other  said  an  executive  needed  a  good 
understanding  of  how  the  logistics  system 
operates. 
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Table  7.  Comments  on  Logistics  Assignments,  cont 


COMMENT ERS 
TOTICIVIMIL 


COMMENTS  or  EXPLANATIONS 


Specific  assignments  are  not  applicable 
because  a  broader  range  is  needed  for 
officers. 


Military  are  expected  to  have  less  logistics 
experience. 


Some  general  patterns  of  assignments,  good 
for  SESs  to  have  had,  could  be  laid  out. 


Civilians  should  move  around  and  get  varied 
experience  when  they  are  young  and  then  have 
the  desired  work  force  stability  at  the 
GM-15  and  higher  levels. 


"Advanced  or  Types  of  Positions*  Category.  The 
questions  were: 

Should  a  category  for  "Advanced  Positions"  or  "Types  of 
Positions,"  such  as  staff  positions  or  director/commander/- 
manager  assignments,  be  applicable,  or  equally  applicable,  to 
senior  civilian  logisticians? 

YES( apply) _  YES(-) _  N0<«> _  HO(apply) _ 

Why,  or  why  not? 
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Table  8.  Comments  on  Advanced  Positions 


1  COMMENTERSI 1 

1  —  || 

COMMENTS  or  EXPLANATIONS 

iTOTICIVIMILi i 

a 

112  I  6  I  6 

I - 1 - 1  — 

110  I  6  I  4 

I - 1 - 1  — 

12  1  12 


2 

1 

2  1  1 

Said  "not  equally."  Command  positions  are 

1 

1 

1 

1  1 

not  applicable  to  civilians.  One  said  some 

l 

1 

1  I 

director  slots  could  just  as  well  be  civil- 

1 

1 

1 

1 

1 

1  1 

1  1 

1  1 
a  a 

ian.  The  other  said  staff  experience  was 
mandatory  for  civilians  and  desirable  for 
officers. 

1 

1 

1 

1 

I  2  I  2  I 
I  I  I 

iti 


I  1  I  1  I 

I  I  I 

I - 1 - 1 


111  I 

111  I 

I  I  I 

■  ■  ■ 


I  1  I  1  I 

I  I  I 

I  1  I  1  I 

I  1  I  1  I 

I  I  I 


Yes 

Yes,  equally. 

No,  not  equally. 


Said  "equally.11  Command  positions  are  not 
applicable  to  civilians. 


Civilians  and  officers  both  need  to  be 
broad-based  at  senior  levels. 


Both  need  staff  and  line  diversity. 


Both  need  to  know  the  interfaces  between 
commands  and  logistics  functions  to  operate. 


The  "tie  together”  of  director  and  deputy 
pairs  blurs  differences  of  types  of 
positions. 


There  Is  no  difference  in  the  demands  of 
upper  level  Jobs. 


To  excel  requires  the  same  attributes  for 
both  civilians  and  officers. 
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■Advanced  Degree  (s) 11  Category.  The  questions 

were: 

Should  a  category  of  'Advanced  Degree(e)*  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YES(apply) _  YES(-> _  N0<-> _  NO  (apply) _ 

Why,  or  why  not? 


Table  9.  Comments  on  Advanced  Degrees 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


11  I  6  I  5 

- 1 - 1  — 

11  I  6  I  5 

- 1 - 1  — 

II  II 

- 1 - 1  — 

II  II 
I  I 

I  I 

I  I 

- 1 - 1  — 

1111 
I  I 

I  I 

I  I 

I  I 

- 1 - 1  — 

1111 
I  I 

I  I 

I  I 

I  I 

I  I 

I  I 


Yes 


Yes,  equally. 


No 


Said  "No,”  this  category  is  equally  unappll- 
cable  to  officers  and  civilians.  However, 
an  advanced  degree  does  reflect  an  Individu¬ 
al's  self-discipline  and  learning  potential. 


A  requirement  for  a  master's  degree  for 
civilians  is  prohibited  by  Equal  Employment 
Opportunity  (EEO)  law  or  regulations  while 
military  need  an  advanced  degree  for 
promotabl 1 ity . 


The  classification  standard  for  logisticians 
does  not  require  civilians  to  have  any  deg¬ 
ree,  but  that  is  a  mistake.  Senior  civilian 
logisticians  need  a  degree  to  operate  with 
senior  military  managers  and  heads  of  func¬ 
tional  areas  like  engineering,  people  who 
have  degrees. 
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Table  9.  Comments  on  Advanced  Degrees,  cont. 


1  COMM ENTERS 1 1 

1  -»-r  -r  -r  |  | 

COMMENTS  or  EXPLANATIONS 

ITOTICIVIMILI 1 

Advanced  degrees  are  not  mandatory  for 
either  officers  or  civilians,  but  are 
helpful  to  both,  perhaps  more  for  military. 


Once  criteria  of  adequacy  for  civilians  is 
established,  an  advanced  degree  will  be 
required. 


Senior  officers  and  civilians  must  do  the 
same  things  and  should  get  the  same 
education. 


Degrees  reflect  an  ability  to  think,  have  a 
broadening  effect,  and  improve  knowledge  of 
"how  the  world  operates.”  Civilian  schools' 
education  can  challenge  Air  Force  Inputs  and 
thinking  with  some  fresh  concepts  and 
solutions. 


The  questions  were: 

Should  a  category  of  "Professional  Military  Education  <PME>" 
be  applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 


YES< apply) _  YBS<«>. 

Why,  or  why  not? 


N0<->. 


N0<  apply). 
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Table  10.  Comments  on  Professional  Military  Education  (PME> 


Category .  The  questions  were 


Should  a  category  of  'Professional  Continuing  Education 
<PCE>,"  like  AFIT  short  courses,  be  applicable,  or  equally 
applicable,  to  senior  civilian  logisticians? 

YES< apply) _  YES(-) _  N0<«> _  NO(apply) _ 

Why,  or  why  not? 


Table  11.  Comments  on  Professional 
Continuing  Education  (PCS) 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOT I  CIV  I  MIL 


12  I  6  I  6 

- 1 - 1  — 

11  I  6  I  5 

- 1 - 1  — 

II  II 

- I - 1  — 

II  II 
I  I 

I  I 

I  I 

I  I 

- 1 - 1  — 

2  12  1 

I  I 

I  I 

- 1 - 1  — 

II  II 
I  I 

- 1 - 1  — 

1111 
I  I 

I  I 


Yes 


Yes,  equally. 


No,  not  equally. 


Said  "no,  not  equally.”  PCS  should  have  the 
opposite  emphasis  from  PMEj  PCE  is  essential 
for  civilians,  who  are  expected  to  be  tech¬ 
nical  experts,  but  this  outcome  is  only 
secondary  for  military. 


PCE  subdivisions  or  actual  courses  should 
have  different  applicabilities  between 
civilians  and  officers. 


PCE  should  not  be  a  big  factor  for  senior 
logisticians,  civilians  or  officers. 


PCE  is  a  follow-on  to  education  and  exper¬ 
ience.  It  allows  one  to  keep  up  with  what's 
going  on  in  his  profession. 


Table  11.  Comments  on  Professional  Continuing 
Education  (PCE>,  cont. 


COMMENT ERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1  I  1 
I 


Civilians  and  officers  should  be  able  to 
"talk  the  same  language." 


1  I 

1  I 

1  I 


1 


Skills  should  be  targeted  equally  between 
officers  and  civilians. 


1 


Both  civilians  and  military  should  never 
stop  learning. 


1 


The  Air  Force  civil  engineering  field  has  a 
very  good  model  of  patterns  for  educational 
growth  for  both  military  and  civilians. 


I 

I 


"Professional  Involvement"  Category.  The 
questions  were: 

Should  a  category  of  "Professional  Involvement,"  In 
conferences  or  organizations  like  SOLE,  be  applicable,  or  equally 
applicable,  to  senior  civilian  logisticians? 

YES< apply) _  YES<»> _  N0(»> _  N0< apply) _ 


Why,  or  why  not? 
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Table  12.  Comments  on  Professional  Involvement 


52 


were 


"Technical  Competence"  Category.  The  questions. 

Should  a  category  of  "Technical  Competence"  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YES  (apply) _  YES(-) _  N0<=O _  NO(apply) _ 

Why,  or  why  not? 


Table  13.  Comments  on  Technical  Competence 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


12  I  6 


I 


6  I  1 
1  I 


6 


5 

1 


Yes,  equally. 


No,  not  equally. 


Said  "equally,  definitely!”  The  Air  Force 
has  no  time  for  people  without  professional 
standing  and  technical  expertise. 


5  !  1 
I 

1  I  1 
I 
I 
I 

1  I  1 
I 

1  I  1 
I 
I 
I 


4 


Technical  competence  is  more  applicable  or 
essential  for  civilians. 


Each  person  owes  it  to  himself  to  compete 
with  his  peers  in  his  career  field  and  those 
who  don't  show  that  attitude  are  usually 
poorer  workers. 


This  is  one  more  case  of  having  the  same 
background  to  do  similar  Jobs 


There  should  be  no  differences  between 
military  and  civilians  per  se,  but  there 
should  be  complementary  competences  in  each 
organization. 


I 
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Table  13.  Comments  on  Technical  Competence,  cont. 


COMMENTERS 


TOTICIVIMIL 


COMMENTS  or  EXPLANATIONS 


Technical  competence  applies  more  to  civil¬ 
ians,  but  that  should  be  made  equal  by 
making  more  officers  more  competent  in 
logistics. 


A  senior  civilian  should  be  broader  than 
being  an  expert  in  one  specialty.  One  said 
"He"  should  know  whole  processes.  The  other 
added  "He*  needs  to  exit  his  main  specialty 
soon  enough  to  get  broader  experience. 


Many  senior  positions  need  leadership  more 
than  technical  depth. 


1 


1 


Technical  competency  can't  be  determined  for 
civilians  or  officers.  I  doubt  it  is  looked 
at,  or  is  applicable,  for  military.  Civil¬ 
ians  often  know  one  facet  very  well,  but  as 
they  progress  to  managers  they  tend  to 
micromanage  their  "old"  specialty  and 
neglect  other  areas.  This  "hole  in  the 
system"  is  like  the  practice  of  placing 
senior  pilots  in  logistics  positions  such  as 
DCM  to  "rub  a  little  logistics  on  them." 
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The  questions  were: 

Should  a  category  of  'Personal  Qualities  and 
Characteristics,*  such  as  leadership.  Initiative,  mobility, 
integrity,  etc.,  be  applicable,  or  equally  applicable,  to  senior 
civilian  logisticians? 

YES< apply) _  YES<*> _  N0<=) _  N0< apply) _ 

Why,  or  why  not? 

Do  you  recommend  any  other  model  categories  or  personal 
characteristics  elements  for  a  model  for  senior  civilian 
logisticians? 

YES _  NO _  NO  RESPONSE _ 

If  so,  what  are  they? 

The  term  mobility  was  included  in  the  examples  on  purpose, 
to  see  what  comments  it  might  elicit.  Table  14  shows  that 
several  Interviewees  did  comment  on  mobility. 
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Table  14.  Comments  on  Personal  Qualities  and 
Character 1 st 1 cs 


I  COMMENTERS 

I - 

ITOTICIVIMIL 


112  I  6  I  6 


112  I  6  I  6 


I  2  I  1  I  1 
I  I  I 

iii 


I  1  I  1  I 
I  !  I 


COMMENTS  or  EXPLANATIONS 


Yes,  equal ly. 


This  Is  one  of  the  more  Important  areas  for 
senior  people. 

Leadership,  creativity,  flexibility,  and 
ability  to  "get  along*  are  key  attributes. 

Integrity  is  much  more  important  than 
leadership  or  flexibility. 


SESs  need  leadership  and  integrity.  Anyone 
can  be  a  manager. 


Mobility  is  not  as  necessary  for  civilians, 
who  are  used  for  continuity.  Quick  moves  of 
civilians  are  counterproductive. 


Officers,  SESs,  and  0S/6M-15s  are  under 
three  different  sets  of  mobility  require¬ 
ments.  Mobility  is  not  a  professional 
attribute,  but  is  a  part  of  the  job,  a 
condition  of  each  position. 


Mobility  should  be  included.  To  do  the 
job,  a  person  should  go  where  needed. 


Mobility  is  not  as  applicable  for  civilians. 


Mobility  for  civilians  should  be  within  the 
logistics  profession,  but  should  Include 
other  professions  for  military. 


Dedication  is  a  very  Important  additional 
attribute.  Mobility  is  tied  to  dedication. 
Recent  efforts  by  AFLC/CC  to  get  top  civil¬ 
ians  in  AFLC  to  move  around  was  a  form  of 
"dedication  check." 


The  last 


Additional  Cateoor las  or  Attributes, 
question  of  the  interview  schedule  dealt  with  this  topic. 
All  of  the  responses  were  characteristics  and  were  included 
here  for  continuity  with  the  previous  set  of  responses.  Th< 
questions  weret 

Do  you  reccssend  any  other  model  categories  or  personal 
characteristics  elements  for  a  nodel  for  senior  civilian 
logisticians? 

YES _  NO _  NO  RESPONSE _ 

If  so,  what  are  they? 

Other  characteristics  reectsnended  weret 
ccnputer  1 i teracy 
thinker 

nanagerial  ability 

knowing  analytical  and  modeling  techniques 
ability  to  "get  things  done" 
understanding  Air  Force  budgeting  and 
financial  management 
planning  abl  1 ity 

a  problem  solving/systems  viewpoint. 


Subdivisions  of  the  Above  Eight  Categories.  The 
questions  were: 

Would  subdivisions  of  the  above  eight  categories  of  a  model 
for  senior  military  logisticians  be  likely  to  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YBS< apply) _  YES<«) _  N0<-> _  N0( apply) _ 

Why,  or  why  not? 


Table  15.  Comments  on  Subdivisions  of  Categories 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


10  I  5  I  5 

- 1 - 1  — 

4  12  12 

- 1 - 1  — 

6  13  13 

- 1 - , — 

1111 

- 1 - 1  — 

II  II 

- 1 - 1  — 

1111 
I  I 

I  I 

I  I 

I  I 

I  I 

- 1 - 1  — 

3  1112 
I  I 

I  I 

- 1 - 1  — 

1111 
I  I 

i  I 


Yes 


Yes,  equally 


No,  not  equally 


No 


No  response 


Said  "no.”  Application  within  each  category 
would  be  more  a  matter  of  stratification 
than  subdivision,  and  emphasis  would  vary  by 
grade  level.  Interpretation:  Categories 
should  be  divided  by  levels  of  responsi¬ 
bility  and  requirements  of  grade  levels. 


Said  "not  equally."  As  a  model  became  more 
detailed  (at  its  lower  levels),  the  applica¬ 
tions  would  become  more  unequal. 


Applicability  depends  on  what  the  subdivi 
slons  actually  would  be  and  on  statuatory 
limitations  for  civilians. 
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The  results  shown  In  the  top  five  sections  of  Table  15 
reflect  the  responses  made  during  the  interviews.  However, 
three  of  these  responses  were  not  consistent  with  comments 
made  on  earlier  questions.  A  civilian  responding  ”yes, 
equally"  to  this  question  said,  on  the  category  of  PCE,  that 
subdivisions  of  PCE  would  apply  differently.  An  officer  who 
responded  "yes,  equally"  on  this  question  said  command  and 
combat  assigments,  subdivisions  of  "Logistics  Assignments" 
and  Advanced  Positions”  categories,  would  not  be  applicable 
to  civilians.  Another  officer  who  responded  "yes,  but  not 
equally”  to  this  question,  Indicated  they  would  not  have  the 
same  subdivisions  on  the  question  (topic  4>  about  three 
general  categories.  The  top  five  sections  of  Table  15  are 
repeated  in  Table  16  to  show  the  adjusted  results  after 
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these  three  responses  were  modified  to  be  consistent  with 
each  respondent's  earlier  comments.  The  researcher  believes 
this  is  a  more  accurate  reflection  of  the  opinions  of  these 
three  senior  officials.  These  adjusted  results  are  shown  in 
Table  18,  the  overall  summary  of  responses  for  this  set  of 
interviews.  One  officer  abstained  from  answering  this 
question  on  model  subdivisions. 


Table  16.  Adjusted  Results  on  Subdivisions  of  Categories 


I  COMMENTERSI 

I - 1 

I  TOT I  CIV  I  MIL I 


COMMENTS  or  EXPLANATIONS 


I  8  I  5  I  3  I 

I  I  I  I 

I - j - | - 1 

I  2  I  1  I  1  I 

I  I  I  I 

I - 1 - 1 - 1 

I  6  I  4  I  2  I 

I  I  I  I 

I - 1 - 1 - I 

I  3  I  1  I  2  I 

I - 1 - 1 - 1 

111  111 


Yes,  category  subdivisions  would  apply  to 
clvl 1 ians. 


Yes,  category  subdivisions  would  apply 
equally  to  civilians. 


No,  category  subdivisions  would  not  apply 
equally  to  civilians. 


No,  category  subdivisions  would  not  apply. 


No  response 


Additional  Thoughts.  The  question  was: 

Do  you  have  any  other  thoughts  on  the  topic  of  cosparabi 1 1 ty 
of  senior  nllitary  and  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 


If  so,  what  are  they? 


Most  interviewees  responded  with  a  reiteration  or  summary  of 
their  main  ideas,  but  several  new  thoughts  surfaced.  These 
comments  constitute  Table  17.  The  top  part  of  this  table 
Indicates  the  number  of  respondents  that  provided  these 
inputs. 


Table  17.  Other  Comments  on  Senior  Military 
and  Civilian  Logisticians 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


T0TICIV1MIL 


6 


3 


3 


Provided  the  comments  included  below. 


1 


1 


1 


I  am  bothered  by  the  tone  of  the  Interview 
questions  which  seemed  to  use  the  military 
as  the  standard  of  reference.  (He  accepted 
the  explanation  that  a  model  already  existed 
for  senior  military  logisticians  and  this 
Interview  was  to  test  its  applicability  to 
civilians.)  You  might  better  ask  what  a 
logistician  is,  what  makes  good  senior 
logisticians,  or  whether  military  or 
civilians  make  better  logisticians. 


There  is  a  cultural  change  occurring  for 
civilians,  especially  those  with  less  than 
approximately  twenty  years  of  service,  who 
see  mobility  as  a  way  to  get  ahead.  This 
change  in  thinking  has  not  spread  to  the 
ALCs  yet,  where  the  best  younger  managers 
know  they  can  advance  in  one  of  the  local 
career  broadening  programs  without  moving 
around  geographically. 


Civilians  in  the  ALCs  have  "horrible” 
geographic  stability,  i.e.,  they  never  move, 
but  also  have  "total"  Job  instability  or 
turnover  i nterna 1 1 y . 


1 
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Table  17.  Other  Comments  on  Senior  Military 
and  Civilian  Logisticians,  cont. 


COMMENT ERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


The  Air  Force  has  Milquetoast  civilians  who 
don't  express  what  they  know,  and  has 
officers  who  don't  know  logistics  in 
logistician  positions.  Neither  is  right. 


2 


2 


AFLC  has  people  who  have  never  seen  a  depot 
shop  or  an  ALC  office,  but  are  writing 
policies  at  AFLC  headquarters.  The  ALCs 
have  senior  managers  who  don't  understand 
headquarters  management  or  Air  Force 
budgeting  because  they've  never  been  where 
those  functions  are  done. 


1  I  1 


2 


1 


Too  much  attention  is  paid  to  military-civ¬ 
ilian  differences,  similar  to  overemphasiz¬ 
ing  the  AFLC  and  AFSC  differences,  because, 
in  reality,  everybody  has  the  same  mission. 


The  more  senior  either  type  of  logistician 
gets,  the  more  generalist  and  less 
specialist  he  or  she  should  be. 


1 


1 


I  disagree  with  prevailing  high  level 
opinion  that  all  our  senior  logisticians 
need  to  be  more  general  1st ic.  A  mix  of 
generalists  and  specialists  is  necessary. 


1  I  1 


There  is  no  single  model  for  success, 
need  a  general  guide  with  alternatives 


We 


1 


1 


A  good  career  path  for  either  civilians  or 
officers,  assuming  sufficient  intelligence, 
is:  mobile,  advanced  degree,  PME  by  corres¬ 
pondence,  and  work  hard.  People  tend  to 
select  themselves  out  of  competition  for 
higher  Jobs  by  lack  of  preparation. 
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Summary  of  Results  of  First  Sat  of  Interviews.  In 
Chapter  III,  * a  priori*  criteria  were  established  that 
defined  consensus  of  responses  for  this  set  of  interview 
questions.  Nine  of  twelve  total  interviewees,  and  four  of 
six  in  each  of  the  civilian  and  military  groups,  were 
required  to  establish  applicability  of  the  military  model  or 
any  of  its  categories.  The  first  two  questions  of  the 
interview  schedule  mlgfrt  tend  to  have  the  interviewees 
thinking  more  about  differences  than  similarities.  This  is 
preferable  to  biasing  towards  the  model  being  accepted  as 
applicable.  However,  and  with  some  limitations,  the 
responses  met  the  criteria  for  civilian  applicability  of  a 
mi  1 itary  model . 

The  results  of  the  thirteen  questions  eliciting  choices 
are  summarized  in  Table  18.  The  numbers  of  interviewees 
responding  to  the  two  questions  that  requested  only 
information  are  not  included  in  Table  18.  A  more  detailed 
record  of  the  responses  with  choices  is  in  Appendix  C. 

The  concept  of  a  model  for  senior  military  logisticians 
being  applicable  to  senior  civilian  logisticians  was 
supported.  The  three  top  level,  very  general  dimensions  of 
the  model,  called  categories  in  the  interviews,  were  judged 
applicable.  All  eight  of  the  next  level,  more  specific 
categories  also  received  their  own  consensus  for 
applicability.  Five  of  these  eight  categories  also  met  the 
consensus  criteria  for  equal  applicability  to  senior 
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Table  18.  _  Suanar^  of  Kesponses.on 


of  a  Military  Mode!  to  Civilians 


lit 


Inability 


civilians.  A  consensus  indicated  PHE  was  not  equally 
applicable.  A  consensus  also  indicated  subdivisions  of  the 
eigfct  model  categories  might  not  all  be  equally  applicable, 
after  the  adjustments  for  consistency.  There  was  no 
consensus  on  equal  applicability  on  a  model  named  technical 
competence,  where  there  was  an  even  six  to  six  split. 

Only  two  questions  drew  responses  with  significant 
differences  between  the  civilian  group  and  the  military 
group.  The  first  difference  occurred  on  the  questions  of 
topic  2,  which  concerned  differences  in  the  background 
between  senior  military  and  civilian  logisticians,  when  five 
officers  thought  there  should  be  differences,  but  only  two 
civilians  agreed.  The  overall  response  to  this  question  was 
seven  yes  and  five  no.  The  other  question  registering  a 
significant  difference  was  the  seventh  question  under  topic 
5  and  it  concerned  the  degree  of  applicability  of  technical 
competence .  Within  an  overall  equal  split  of  six  to  six  on 
this  issue,  the  civilians  favored  equal  applicability  by 
five  to  one,  but  the  officers  felt  the  exact  opposite. 

A  consensus  was  reached  to  support  applicability  of 
subdivisions  of  the  eight  categories.  Eight  of  twelve 
supported  this  position,  after  the  adjustments  already 
described.  One  respondent  said  the  applicability  of 
subdivisions  would  depend  on  what  the  subdi visi'ons  actually 
were.  Another  stated  command  and  combat  positions  would  not 
apply  to  civilian*.  The  participants  were  not  given  any  of 
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the  subdivision  titles.  The  question  was  general.  Of  the 
eight  officials  felt  to  support  applicability,  six  (75 
percent)  said  the  subdivisions  would  not  be  equally 
applicable  to  civilians.  A  majority  of  both  the  military 
and  civilian  subgroups  of  those  supporting  category 
applicability  supported  unequal  applicability.  This  does 
constitute  a  consensus  that  category  subdivisions  would  not 
all  be  equally  applicable  to  civilians. 

It  is  clearly  the  consensus  of  the  twelve  senior 
officials  Interviewed  that  the  AFIT  Model  for  senior 
military  logisticians  should  be  applicable  to  their 
civilians  counterparts  to  the  point  of  applying  the  eight 
categories.  However,  the  areas  without  consensus  and  the 
areas  with  consensus  against  equal  applicability,  just 
described,  indicate  that  some  of  the  category  subdivisions 
may  be  different  for  civilians.  These  results  also  indicate 
that  the  weightings  of  the  categories  and  subdivisions  may 
be  different.  Therefore,  this  research  must  continue  with 
both  the  second  set  of  interviews  and  the  Delphi 
questionnaire. 

The  lacks  of  consensus  and  the  equal  or  nearly  equal 
splits  of  opinion  discovered  during  this  Interview  process, 
when  combined  with  several  poignant  comments,  raise  many 
questions.  These  questions,  when  combined  with  the 
reseacher's  own  list  of  issues  and  the  questions  asked  in 
Capt  Overbey's  first  Interviews,  created  even  more 
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questions.  These  questions  had  to  be  addressed,  and 
hopefully  answered,  before  proceding  with  the  specific 
consensus  oriented  questions  of  the  Delphi  survey. 

Therefore,  the  Delphi  phase  of  this  research  demanded  a 
second  set  of  Interviews. 

Interviews  on  Basic  Concepts  for  Senior  Civilian 
Logisticians 

Interview  Questions.  The  schedule  of  interview 
questions  appears  in  Appendices  D  and  E.  Appendix  D  is  the 
pretest  version  which  was  modified  using  the  recomnendat ions 
of  three  logisticians.  The  actual  questions  used  for  these 
Interviews  are  contained  in  Appendix  E. 

The  first  three  pages  of  this  interview  schedule  were 
sent  to  each  interviewee  prior  to  the  interview.  With  one 
exception,  the  Interviewee  read  this  reference  Information 
before  the  interview  and  had  it  available  for  reference 
during  the  interview.  In  the  one  case  in  which  the 
information  did  not  arrive,  the  lists  referred  to  in 
questions  were  read  along  with  each  question. 

This  set  of  questions  was  much  longer  than  the  first 
set,  consisting  of  twenty-nine  questions  instead  of  fifteen. 
During  these  interviews  there  were  six  cases  in  which  a 
question  was  not  answered  by  an  Interviewee. 
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This  interview  schedule  contained 


seventeen  questions  which  could  be  answered  with  choices 
such  as  yes  or  no,  or  selecting  a  category,  as  well  as 
eliciting  supporting  comments.  Five  questions  asked  for 
quantitative  answers  and  comments.  The  remaining  seven 
questions  called  only  for  comments. 

Answers  with  Choices.  Twelve  of  these  seventeen 
questions  were  answered  with  clear  agreement.  Three  of  the 
five  questions  not  gaining  a  consensus  had  significant 
differences  between  the  civilian  and  military  responses. 

A  detailed  record  of  all  choice  responses  is  tabulated  in 
Appendix  F.  These  responses  are  also  summarized  in  Table  50 
later  in  this  chapter. 

Quantitative  Answers.  Averages  (means)  were 
calculated  for  each  of  these  five  questions.  There  were  no 
significant  differences  between  civilian  and  military 
responses.  The  details  of  this  data  are  recorded  in 
Appendix  G.  The  averages  are  summarized  in  Table  51  later 
in  this  chapter. 

Reaulta  and  Interviewee,. Comments  by  Question.  The 
explanations  and  comments  elicited  by  each  question  are 
provided  in  the  following  subparagraphs.  The  method  and 
sequence  of  presentation  is  the  same  as  for  the  first  set  of 
interviews.  The  exact  wording  of  the  question  is  followed 
by  a  table  of  comments  with  indicators  of  how  many  civilians 


and  officers  made  each  comment.  The  first  few  lines  of  each 
table  are  used  to  show  the  overall  response  tally  for  that 
question.  In  several  cases,  some  comments  tended  to  caveat 
the  respondents  stated  choice.  These  comments  are  usually 
presented  right  after  the  overall  tally.  When  this  occurs, 
or  whenever  the  choice  selected  helps  to  interpret  the 
comment,  the  choice  is  Indicated  with  the  comment.  As 
before,  several  respondents  made  multiple  comments  on  many 
questions. 


Having  a  Bache 1 ors_ Degree .  The  introductory 
remark  and  questions  were: 

Higher  education  is  not  presently  required  for  many  civilian 
job  series  prevalent  in  Air  Force  logistics  functional  areas. 

Should  a  senior  civilian  logistician  have  a  bachelors  degree? 

YES  _  HO  _  NO  OPINION  _ 

WHY? 
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The  question 


was: 

Are  there  any  civilian  grade  levels  at  which  possessing  the 
bachelors  degree  is  particularly  beneficial,  or  by  which  you  would 
expect  the  civilian  to  have  the  degree? 

YES _  LEVEL(S)  _  NO  _ 

There  were  no  specific  comments  made .  Table  20  shows  the 
averages  of  the  Judgments  and  how  many  selected  each  grade. 


Table  20.  Data  on  Grade  Level  for  a  Bachelors  Degree 


1  COMM  ENT  ERSI 1 

1 - 1  1 

ITOTICIVIHILI I 

COMMENTS 

or  EXPLANATIONS 

111 
|  __ 

1 

5 

1 

6 

1  1 

Average  grade  was 

11.5 

1 

1  4 

I  .. 

1 

I 

2 

1 

1 

2 

1  1 

Said  grade 

13 

1 

1  4 

1  .. 

1 

1 

1 

2 

1 

1 

1 

2 

V  V 

I  l 

Said  grade 

12 

1  1 
|  .. 

1 

1 

1 

1 

1 

1 

1 1 

I  | 

Said  grade 

11 

1 

1  1 

1 

1 

1 

fl 

1 

1 

1 

1  1 

1  1 

Said  grade 

9 

1  1 

1 

| 

1 

1 

1 

1 1 

I  | 

Said  grade 

7 

1  1 

1 

1 

1 

1  1 

1 1 

Said  "Any* 
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The  questions  were 


Should  a  senior  civilian  logistician  have  an  advanced  degree? 

YES _  NO _  NO  OPINION _ 

WHY? 

The  results  and  comments  are  included  Table  21. 


Table  21.  Comments  on  an  Advanced  Degree 


1 

9 

1 

5 

14  11 

Yes 

3 

1 

1 

12  1  1 

No 

1 

1 

1 

1 

1  1  1 

Said  "no." 

There  usually  is  not  that  much 

1 

1 

1  1  1 

1  aiaai  I  I 

Improvement 

in  the  person's  capability 

COMMENTERS 


CIVIMIL 


COMMENTS  or  EXPLANATIONS 


I 

1 

i 

1 

I  ■ 

1 

1 

i  i 

1  1 

Said  "no."  This  degree  should  not  be  a  gen-l 

l 

l 

l 

1 

1 

1 

1  1 

1  ( 

eral  rule.  Any  requirements  should  be  posi-l 
tlon  specific  such  as  a  business  degree  for  ( 

l 

l 

1 

1  1 

Jobs  in  materiel  management  or  graduate  log-1 

l 

1 

1 

1  1 

1 sties  for  Jobs  in  logistics  plans.  1 

l 

1 

1 

1 

1 

I  1 

Said  "no."  This  is  not  essential  except  in  1 

I 

1 

1 

1  i 

technical  fields  like  enginering.  One  does  1 

i 

1 

1 

1  I 

learn  to  study  and  learns  topics  that  senlorl 

l 

1 

1 

1  1 

Jobs  call  for.  Getting  the  degree  "to  have  l 

l 

1 

1 

1  1 

one"  can  be  useless,  depending  on  its  topic. 1 

I 

3 

1 

1 

1 

2 

1  1 

As  for  the  bachelors  degree,  one  learns  I 

l 

1 

1 

1  1 

thinking,  discipline,  and  subject  matter.  I 

1 

2 

1 

2 

1 

1  1 

As  for  the  bachelors  degree,  this  broadens  1 

l 

1 

1 

1  1 

the  person's  perspective.  One  added  this  1 

l 

1 

1 

1  I 

criteria  will  weed  out  many  "stlltlfied"  I 

1 

1 

1 

1  1 

SESs  before  they  get  there.  Interpretation > l 

1 

1 

1 

1  1 

narrow  thinking,  non- innovative  people  I 
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Table  21.  Comments  on  an  Advanced  Degree,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


This  can  be  most  useful.  It  brings  one's 
education  up  to  date.  The  university  exper¬ 
ience  is  important,  as  opposed  to  sometimes 
questionable  night  school  programs. 


It  doesn't  matter  what  the  degree  is  in. 
The  education  process  is  the  main  thing. 


This  degree  should  not  come  from  AFIT,  where 
they  teach  logistics.  For  senior  levels  one 
should  learn  budgeting,  art,  or  something 
other  than  logistics. 


Liberal  arts  degrees  are  not  as  applicable 
as  business  or  engineering,  subjects  that 
Improve  one's  ability  to  understand  concepts 
and  manage  related  efforts. 


This  degree  makes  one  more  competitive  and 
comparable  with  peers. 


There  are  equivalent  advanced  courses  such 
as  the  Sloan  Program  at  MIT. 


When  to  Have  an  Advanced  Degree.  The  question 

was: 

Are  there  any  civilian  grade  levels  at  which  possessing  a 
masters  degree  is  particularly  beneficial,  or  by  which  you  would 
expect  the  civilian  to  have  this  degree? 

YES _  LEVEL(S)  _  NO _ 
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There  was  only  one  specific  comment  made.  Table  22  shows 
the  averages  of  the  judgments,  how  many  selected  each  grade, 
and  the  comment. 


Table  22.  Data  on  Grade  Level  for  an  Advanced  Degree 


I  COMMENTERSI 

I - 1 

I  TOT  I  CIV  I  MIL  I 
I- 

111  I  6  I  5  I 


I 


I 


I 


I 


3  I 


I  2  I  2  I  0  I 


I 


I 


I  ■ 

I  3  I  1  I 

I - 1 - 1 

I  1  I  1  I 


I 


I 


111  111 

I - 1 - 1 - 1 

I  1  I  1  I  I 

I  I  I  I 

I  I  I  I 


COMMENTS  or  EXPLANATIONS 


Average  grade  was  14.0 
Said  grade  15 


Said  grade  14 
Said  grade  13 


Said  grade  12 


Said  "Any* 


If  one  has  not  gotten  this  degree  before 
making  GS/GM-13 ,  he  should  take  off  a  year, 
and  get  it  on  a  full  time  program. 


Professional  Military  Education  (PME).  The 
introductory  remarks  and  the  question  were: 

Several  senior  officials  believe  that  PME  is  appropriate  for 
the  background  of  senior  civilian  logisticians.  Several  reasons 
have  been  suggested.  <1>  Senior  civilians  should  appreciate  the 
implications  and  requirements  of  war,  and,  since  they  must  work 
and  communicate  with  senior  military  logisticians,  they  should 
have  some  common  education.  <2>  It  is  important  for  logistics 

!• 
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organizations  and  their  civilian  leadership  to  understand  the 
operational  requirements  they  are  supporting.  This  understanding 
could  be  enhanced  by  resident  participation  in  PME  at  all  levels, 
but  resident  PME  opportunities  are  limited  for  civilians.  (3) 

Each  ms  level  has  a  distinct  emphasis  that  could  benefit  our 
career  civilians.  Squadron  Officer's  School  (SOS)  teaches 
leadership  along  with  problem  solving  and  communication. 

Intermediate  Service  Schools  (ISS)  emphasize  staff  work,  and 
Senior  Service  Schools  (SSS)  stress  strategy  and  policy.  As  you 
may  suspect,  not  all  senior  officials  agree  with  the  above 
statements. 

How  Important  Is  PME  to  the  professional  development  of  a 
senior  civilian  logistician? 

COMMENTS 

The  importance  categories  for  these  responses  were  chosen  by 
the  researcher  just  prior  to  consolidating  all  the  responses 
for  this  question.  The  assignment  of  each  response  to  one 
of  these  categories  was  dependent  on  the  researcher's 
interpretation  of  each  response.  The  tally  of  these 
Judgments  comprises  the  first  three  lines  of  Table  22. 
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Table  23.  Comments  on  the  Importance  of  PMI 


I  COMMENTERS 

I - 

ITOTICIVIMIL 


COMMENTS  or  EXPLANATIONS 


4 

3 

1  1 

1  Very  important 

4 

2 

2  1 

1  Moderately  important 

4 

1 

3  1 

1  Slightly  important 

2 

2 

i 

1  Residency  is  not  so  important 

for  c 1 v i l l ans . I 

4 

2 

2  1 

1  Squadron  Officers  School  (SOS) 

has  little  or  1 

no  benefit  for  civilians.  One  officer  in 


eluded  Air  Command  and  Staff  College  CACSC). 


Civilian  selection  for  PME  should  be  limited 
to  those  who  show  real  potential  for  senior 
positions. 


PME  is  valuable  for  civilians  but  should  not 
be  mandatory  or  be  a  selection  criteria  for 
promotion  or  for  a  specific  position. 


Air  War  College  <AVC>  or  Industrial  College 
of  the  Armed  Forces  CICAF)  are  the  most  use 
ful  for  civilians.  An  officer  and  a  civil¬ 
ian  added  that  Defense  Systems  Managnent 
College  (DSMC)  is  good  for  those  in 
acquisition  agencies. 


Opportunities  for  PME  and  DSMC  are  qqlte 
limited  for  civilians  in  terms  of  slots. 


A  good  substitute  for  PME  is  to  have  worked 
at  base  level  or  served  in  the  military. 


An  equivalent  for  PME  is  necessary  for  civ¬ 
ilians,  but  is  lacking. 


Civilians  should  know  about  military  aspects 
and  many  senior  civilians  do  not. 


Senior  logisticians  dabble  in  the  current 
wisdom  of  logistics  theories  and  don't  un¬ 
derstand  wartime  support  and  its  difference 
from  commercial  operations,  like  Sears. 


Table  23.  Comments  on  the  Importance  of  PME,  cont 


COMMENTERS 

TOTICIVIMIL 


2  I  2 


1  I 


1  I 


COMMENTS  or  EXPLANATIONS 


Civilians  work  with  military  all  the  time 
and  can  learn  how  the  Air  Force  operates. 


ACSC  is  a  good  spot  for  a  few  civilians  to 
benefit  the  officer  participants.  Senior 
PME  is  to  "re-blue*  the  military  with 
history,  doctrine,  and  lessons. 


Many  civilian  jobs,  and  many  civilian's 
goals,  would  not  be  benefit ted  by  PME.  We 
expect  our  civilians  to  be  our  sustainers, 
not  warriors. 


till  II  Civilians  have  a  responsibility  to  stay 
educated.  Including  PME. 


Leadership.  Manaoensnt.  and  Supervisory 
Experience.  The  introductory  remarks  and  the  question  were: 
"Cammed"  opportunities  are  extremely  rare  for  civilians  and 
"director"  civilians  are  the  exception.  Office  chief  positions 
vary  widely  in  level  and  responsibilities.  Therefore,  there  say  be 
some  scarcity  in  the  types  of  experience  available. 

Despite  that  possibility,  what  leadership,  management,  and 
supervisory  experience  should  a  senior  civilian  logistician  be 
expected  to  have? 

COMMMTS 


7? 


Table  24.  Comments  on  Leadership ,  Management , 
and  Supervisory  Experience 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


8 


3 


5 


7 


4 


3 


An  executive  must  know  how  to  manage  people. 
A  candidate  for  senior  positions  should  have 
been  a  supervisor  at  several  grade  and  of¬ 
fice  levels.  Two  civilians  said  as  first 
and  second  level  supervisor.  An  Officer 
suggested  group,  branch,  and  division  chief. 
A  civilian  and  an  officer  added  supervision 
and  management  at  the  GM14  and  GM15  levels. 


Supervisory  and  management  experience  should 
include  a  large  operation  with  many  people 
and  hitfi  value  of  assets.  A  civilian  said 
over  150  people.  Another  added  supervision 
over  a  variety  of  job  skills. 


1 


Experience  is  different  at  different  levels. 
We  should  look  for  demonstrated  capability 
in  more  than  one  area  and  performance  over 
time  (over  the  long  haul). 


Senior  officials  must  have  run  some  opera¬ 
tion  dealing  in  actual  resources,  moved 
things  and  people  and  been  involved  in  get¬ 
ting  the  Job  done,  lived  with  the  results  of 
their  decisions.  We  allow  people  to  manage 
on  paper  and  in  narrow  areas  and  they  don't 
see  the  actual  problems. 


1 


1 


It  may  be  important  for  the  civilian  to  have 
learned  to  be  the  deputy  to  the  director. 


Many  deputy  directors  are  really  co-direc¬ 
tors,  they  are  not  in  a  subservient  position 
and  this  is  similar  to  command  experience. 


1 


1 


Of  course  a  senior  civilian  logistician  must 
have  had  supervisory  experience.  This  is  so 
basic  that  asking  the  question  is  "dumb." 


For  technical  positions  one  doesn't  need  to 
have  had  many  managerial  roles.  For  manage¬ 
ment  in  logistics  it  varies  by  the  position. 
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Table  24.  Comments  on  Leadership,  Management, 
and  Supervisory  Experience,  cont. 


COMMENTERSI I  COMMENTS  or  EXPLANATIONS 

- 1  j 

TOTICIVIMILI I 


1111  III  don't  see  much  evidence  of  textbook 
I  I  II  management  by  military  or  civilians. 

-- 1 - 1 - II - 

II  1111  There  are  opportunities  to  get  good  manage- 
I  I  II  ment  experience  and  typically  employees  have 

I  I  II  it  when  they  are  considered  for  the  next 

I  I  II  level  job. 


Staff  Experience.  The  question  was: 

What  staff  experiences  should  a  senior  civilian  logistician 
be  expected  to  have? 

COMMENTS 


Table  25.  Comments  on  Staff  Experience 


I  COMMENTERSI I  COMMENTS  or  EXPLANATIONS 

I - 1  I 

I  TOTICIVIMILI I 

112  I  6  I  6  II  Some  staff  experience  is  necessary.  Each 
I  I  I  II  described  some  combinations  of  Job  levels. 

I  —  | - 1 - 1 1 - 

l  3  l  2  I  1  II  Pentagon  assignments  are  very  important, 

I  I  I  II  almost  mandatory  for  an  SES. 

I - 1 - 1  —  1 1 - 

I  3  I  2  I  1  I  I  It  is  desireable,  but  not  mandatory,  to  have 

I  I  I  II  some  staff  experience  at  Hq  AFLC  or  AFSC  or 

I  I  I  I  I  at  the  Air  Staff. 


Table  25.  Comments  on  Staff  Experience,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


One  should  have  had  a  MAJCOM  HQ  staff  job 
AFLC  or  AFSC.  One  civilian  included  the 
operational  commands  as  possibilities. 


in 


1 


Person  should  have  intermediate  HQ  exper¬ 
ience  before  coming  to  the  Air  Staff.  In  HQ 
AFLC  the  staff  can  be  pulled  from  the  ALCs 
without  concern  because  they  are  still  deal¬ 
ing  with  a  very  knowledge  intensive  and  nar¬ 
row  spectrum.  At  USAF  it  is  different.  The 
staff  there  needs  a  broader  background. 


1 


Those  at  levels  below  SES  should  have  had 
some  staff  job  before  grade  GS/GM-13. 


1 


A  senior  person  should  have  run  a  major 
branch  or  division  in  a  staff  organization 
when  at  the  GM-14  level.  He  should  under¬ 
stand  managing  people  and  resources. 


1 


One  should  have  worked  in  resource  manage¬ 
ment  in  maintenance  or  other  functional 
area,  at  any  level. 


1 


1 


Civilians  should  move  in  and  out  of  staff 
and  line  functions  at  various  levels.  The 
system  does  not  do  this  well.  We  tend  to 
develop  civilian  staffers  up  through  staffs, 
and  line  people  up  through  the  line.  This 
is  poor  and  needs  to  be  balanced. 


At  the  ALCs  the  upper  managers  should  have 
some  staff  experience  in  maintenance,  mater¬ 
iel  management  (a  staff  organization),  and 
distribution.  Plans  is  another  good  staff 
organization  for  some  staff  experience. 


80 


Management  Experience  In  Logistics.  The  questions 

were: 

Should  the  above  managerial/leadership,  supervisory,  or  staff 
experiences  for  the  senior  civilian  logistician  be  in  a  logistics 
discipline  or  functional  area? 

YES  _  NO  _  NO  OPINION _ 

WHY? 


Table  26.  Comments  on  Management  Experience  in  Logistics 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


10  I  5 
I 

3  I  1 


1  I 


1  I  1 


2 

1 


Yes,  management  experience  should  be  in  a 
logistics  area. 


No,  management  experience  need  not  have  been 
in  a  logistics  area. 


Said  "yes  and  no."  It  depends  on  the  duties 
of  the  Job.  In  same  disciplines  the  func¬ 
tional  knowledge  is  absolutely  essential  for 
the  senior  manager.  Other  disciplines  are 
strictly  managerial  and  a  broad  base  of  exp¬ 
erience  and  education  is  the  key. 


Said  "no."  A  senior  civilian  logistician 
needs  comptroller  or  acquisition  experience. 


1  I 


1 


Said  "no."  A  manager  can  come  in  from  an¬ 
other  field,  but  it  is  not  easy.  This  de¬ 
pends  on  the  person  for  higher  level  Jobs. 

A  technician  is  needed  for  lower  level  Jobs 
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Table  26.  Comments  on  Management  Experience 
in  Logistics,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


A  good  manager 
are  advantages 
managed.  Each 
take  some  time 
the  leadership 
a  lower  level . 


can  manage  anywhere  but  there 
to  knowing  the  area  being 
job  has  its  major  issues  that 
to  learn  and  it's  better  if 
has  already  learned  them  at 


2 


2 


2 


2 


1 


1 


1 


1 


Those  with  functional  experience  in  the  area 
being  managed  are  much  better  managers.  One 
added  that  anyone  at  high  enough  level  and 
with  a  good  staff  can  get  by.  The  know¬ 
ledgeable  ones  will  save  the  staff  much  work 
and  make  quicker  decisions. 


A  logistics  manager  will  not  be  fully  qual¬ 
ified  if  he  doesn't  understand  logistics 
interfaces  and  lap 1 i cat  ions. 


Ideally,  experience  in  retail  and  wholesale 
logistics  is  important.  However,  we  want 
the  "smart  guy"  in  top  positions. 


The  mainstream  of  managers  need  the  func¬ 
tional  area  knowledge. 


This  experience  should  be  multifunctional  in 
the  broad  area  of  logistics.  Comptroller 
experience  is  not  really  applicable  to 
management  in  logistics. 


Experience  bv  Logistics  Disciplines.  The 


questions  are  preceded  here  by  the  definition  and  list  of 
disciplines  sent  to  the  interviewees  before  the  interview. 

Logistics  Disciplines:  Major  groups  of  related  logistics 
activities,  each  of  which  Involves  sany  of  the  logistics 
functional  areas.  The  sain  disciplines  are: 

Retail  Wholesale 

Acquisition  Casbat 

International 

for  this  question,  you  sight  want  to  refer  to  the  first  list, 
near  the  tap  of  the  reference  sheet.  In  how  sany  logistics 
disciplines  should  the  senior  civilian  logistician  have 
experience?  (reasonable  expectation  rather  than  ideal) 

am _  T¥0 _  TKB _  POUR _ 


The  average  of  the  nvesber  of  disciplines  stated  by 
interviewees  and  their  ccxsnents  are  included  In  Table  27. 
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Table  27.  Results  and  Contents  on  Number 
of  Logistics  Disciplines  for  Experience 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 
12  I  6  I  6 


The  average  was  2.2. 


Said  3. 


3 


3 


Said  2  or  3,  or  2  minimum  and  3  preferred. 
Said  2. 


Said  1.  More  is  helpful ,  but  not  necessary. 


Retail  and  wholesale  are  the  heart  and  ac¬ 
quisition  is  important  in  many  agencies. 


1 


Optimum  is  all  five  disciplines,  but  we  can 
realistically  expect  only  two.  I  recommend 
acquisition  and  wholesale,  or  retail  and 
wholesale. 


Wholesale  and  acquisition  are  a  must.  The 
officer  added  that  retail  is  important. 


The  priority  is  retail,  wholesale,  acquisi¬ 
tion,  international,  and  combat.  However, 
combat  is  most  important  in  wartime.  Combat 
experience  would  be  very  useful  but  the 
opportunity  is  low  for  civilians. 


Which  disciplines  are  best  varies  by  the 
responsibilities  of  each  specific  job. 
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The  introductory 


remark  and  the  question  were: 

Several  senior  logistics  officials  feel  senior  logisticians, 
both  civilian  and  military,  should  have  some  degree  of  technical 
competence  in  logistics. 

What  does  technical  competence  mean  to  you? 

COMMENTS 


Table  28.  Comments  on  Technical  Competence 


I  COMMENTERS I  I 

I - 1  I 

ITOTICIVIMILI I 


COMMENTS  or  EXPLANATIONS 


1 

1 

12 

1 

6 

1 

6 

1  1 

All  hesitated  before  trying  to  answer  this. 

1 

1 

1 

1 

4 

1 

3 

1 

1 

1  1 

One  must  know  logistics  systems,  the  whole 

1 

l 

1 

1 

1 

1  1 

overall  process,  and  be  experienced  in  some 

l 

1 

1 

1 

1  1 

areas.  The  officer  added  that  otherwise  one 

l 

1 

1 

1 

1 

1 1 

will  be  mediocre  in  any  job  in  any  one  area. 

l 

1 

1 

1 

3 

1 

3 

• 

1  1 

This  is  very  hard  to  answer  for  all  of  log- 

1 

1 

1 

1 

1 

1  1 

1 sties.  Two  said  it  was  easier  for  technl- 

I 

1 

1 

1 

1 

1  1 

cal  fields  like  engineering  or  physics. 

l 

1 

1 

1 

3 

1 

1 

1 

2 

1  1 

Knows  requirements  determination  and  acqui- 

1 

t 

1 

1 

1 

1  1 

sit  ion  and  understands  the  flow  of  the 

l 

1 

1 

1 

1  1 

subsequent  operations  like  distribution  and 

l 

1 

1 

1 

1 

1  1 
-  a  i 

maintenance. 

1 

1 

1 

1 

2 

1 

2 

1 

IIThis  does  not  mean  a  detailed  technical  know- 

l 

1 

I 

1 

1 1 

ledge  of  the  processes  in  the  areas. 

l 

Table  28.  Comments  on  Technical  Competence,  cont 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 


Knowing  details  of  how  a  functional  area 
really  works  such  as  for  supply,  knowing  the 
role,  requirements,  and  interplay  of  NSNs 
(national  stock  numbers),  requirements, 
requisitions,  and  codes.  This  requirement 
does  not  decrease  as  one  goes  higher  because 
the  knowledge  forces  subordinates  to  do 
their  homework. 


1 


Technical  competence  is  not  really  necessary 
at  senior  levels. 


1 


One  ought  to  understand  the  technical 
aspects  and  requirements  of  an  area  and  know 
the  degree  of  complexity  and  level  of  invol- 
ment  between  that  area  and  other  areas. 


4 


Must  have  experience  through,  and  show  ex¬ 
pertise  in,  the  technical  areas  of  logistics 
that  the  job  will  oversee. 


In  logistics,  must  understand  any  one  func¬ 
tional  area  very  well.  In  engineering,  must 
understand  how  a  system  works  well  enough  to 
alter  the  design  to  improve  supportabi 1 ity . 


1 


1 


It's  important  to  have  some  experience  in 
more  than  one  area.  It's  a  mistake  to  bring 
someone  in  from  a  non- logistics  area  and  try 
to  make  him  a  "loggia." 


One  must  be  seen  by  subordinates  as  a  leader 
in  knowledge  of  the  overall  job  they  dq.  He 
should  be  a  counselor  in  that  area. 


Knowing  enough  to  ask  the  right  questions 
and  recognize  the  right  answers. 


The  ability  to  assess  various  alternatives 
and  then  articulate  the  choice.  The  ability 
to  listen  to,  or  oversee,  subordinates  and 
judge  when  they  are  right  or  wrong. 


The  questions  are  preceded  here  by  the  definition  and  list 
of  functional  areas  sent  to  the  interviewees  before  the 
Interview. 

Logistics  Functional  Areas:  The  different  types  of  actions 
and  expertise  needed  to  carry  out  the  full  spectrus  of  silitary 
logistics  and  its  disciplines.  The  list  is  subject  to  judgment 
and  varying  enphases.  For  the  purposes  of  this  thesis,  the 
following  areas  are  included: 

Supply  System,  Item,  or  Program  Management 

Transportation  Engineering 

Maintenance  Logistics  Planning 

Procurement 

Considering  the  second  list  on  the  reference  sheet,  in  how 
many  functional  areas  should  the  senior  civilian  logistician  be 
technically  competent? 

ONE _  TWO  THREE _  FOUR  FIVE _ 

WHY? 

The  average  number  of  functional  areas  stated  by 
Interviewees  and  their  comments  are  included  in  Table  29. 
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Table  29.  Results  and  Comments  on  Number  of  Logistics 
Functional  Areas  for  Technical  Competence 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 
11  I  5 


The  average  was  2.4. 


Said  4. 


3 


3 


Said  3. 


1 

2 


Said  2  or  3,  or  2  minimum  and  3  preferred. 


Said  2. 


2 


2 


Said  1. 


1 


1 


Did  not  answer.  Asked  where  are  programming 
and  budgeting?  Resources  are  the  key  for 
the  senior  civilian  logistician. 


3 


3 


The  senior  manager  needs  a  core  of  under¬ 
standing,  a  "cutting  edge"  in  one  area,  and 
some  knowledge  about  other  areas  "his”  func¬ 
tion  works  with.  One  said  the  knowledge  in 
other  areas  can  be  picked  up  on  the  Job, 
except  for  engineering.  Another  likened  the 
other  knowledge  to  the  Certified  Profession¬ 
al  Logistician  (CPL>  exam. 


At  high  levels,  being  really  competent  in 
one  area  hurts  the  person.  He  needs  general 
knowledge  plus  some  specific  knowledge  in 
several  areas. 


1 


The  senior  manager  needs  to  be  competent  in 
the  three  main  areas  of  plans,  procurement, 
and  system/ Item/program  management,  and  in 
one  of  the  "channeled”  areas.  An  SES  must 
al so  be  competent  in  the  channeled  area  his 
job  is  in.  Interpretations  channeled 
areas  are  the  less  general  ones,  the  other 
four  on  the  list. 


Table  29.  Results  and  Comments  on  Number  of  Logistics 
Functional  Areas  for  Technical  Competence,  cont. 


COMM ENTERS 
TOTICIVIMIL 


1  I  1 
I 
I 
I 
I 


2  I  2 
I 
I 

—  I  — - 


1  I  1 
I 
I 


1  I 
I 


COMMENTS  or  EXPLANATIONS 


This  depends  on  the  job.  Competence  in 
maintenance  is  not  important  in  materiel 
management,  while  procurement  and  system/- 
item/program  management  are  less  important 
in  maintenance. 


System/ i t em/program  management,  engineering, 
and  maintenance  are  most  essential  in 
day-to-day  work. 


The  sen i or  civilian  shou 1 d  have  worked  some 
in  each  of  the  main  three  areas:  supply 
maintenance,  and  transportation. 


Two  areas  is  a  tough  standard,  which  is  not 
met  by  many  senior  civilian  logisticians. 


Qualities  and  Characteristics  for  Success.  The 
introductory  comment  and  question  were: 

Research  has  suggested  there  say  be  identifiable  qualities 
and  characteristics  which  distinguish  successful  civilian 
logisticians  from  unsuccessful  ones. 

Do  you  agree  with  this  presise? 

YES  •  NO _  NO  OPINION _ 


Table  30.  Comments  on  Qualities  for  Succei 


I  COMM ENTERS I  I  COMMENTS  or  EXPLANATIONS 

I - 1  I 

ITOTICIVIMILI I 

112  I  6  I  6  11  Yes 

I - 1 1 - 1  | - - 

I  2  I  1  I  1  II  The  premise  Is  true  for  any  profession*  not 
I  I  I  II  just  for  logisticians. 


The  quest  ion  is 


preceded  here  by  the  definition  and  list  of  qualities  sent 


to  the  interviewees  before  the  interview. 


Qualities  for  success!  Traits  and  properties  possessed  by 
persons  considered  successful  and  frequently  judged  to  be  reasons 
for  that  success.  Qualities  for  successful  logisticians  suggested 
by  literature  and  this  research  include: 

Manager  Integrity 

Leader  Dedicated 

Intelligent  Job  knowledge 

‘Thinker  Can  'get  things  done* 

Cosmunicator  Creative 

Hultldlsclplined  Flexible 

Initiative  Co— or.  sense 

Visionary/Forward  looking  Computer  literate 

Planning  ability  Can  'get  along* 

Analytical  techniques  Understands  federal  budget 

Problem- sol  ving/Syste—  viewpoint 


Please  refer  to  the  list  of  prospective  qualities  near  the 
bottom  of  the  reference  sheet.  Which  qualities  do  you  think  are 
relevant/isportant  for  successful  senior  civilian  logisticians? 
Pick  as  sany  as  you  think  right. 

Manager  _ 

Leader _ 

Intel  1 igent  _ 

Thinker  _ 

Coosunlcator  _ 

Multidiscipl lned  _ 

Initiative  _ 

Analytical  techniques  _ 

Planning  ability  _ 

Visionary/Forward  looking 

Understands  federal  budget _ 

Problem-sol  ving/Systems  viewpoint _ 

A  summary  of  how  many  respondents  selected  which  qualities 
follows  in  Table  91.  A  more  detailed  record  of  these 
selections  can  be  found  in  Appendix  H.  The  first  line  in 
Table  31  reflects  that  two  respondents  actually  said  "all.” 
All  the  other  numbers  in  the  table  include  these  "all* 
responses  and,  therefore,  reflect  the  total  numbers  that 
selected  each  quality  in  each  group.  The  sequence  of 
qualities  has  been  changed  to  list  them  in  order  of 
decreasing  popularity. 


Integrity  _ 

Dedicated  _ 

Job  knowledge _ 

Can  "get  things  done"  _ 

Creative  _ 

Flexible  _ 

Cosmon  sense _ 

Computer  literate  _ 

Can  "get  along*  _ 
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Table  31.  Sundry  of  Selection  of  Qualities  froa  a  List 


QUALITIES 


I  ALL  -  THE  WHOLE  LIST 
I- 


I  INTEGRITY 

I MANAGER 


! LEADER 

I- 


I COMMUNICATOR 

I- 


I VISIONARY/FVRD  LOOKING 


l> 

I MULTI DISCIPLINED 
I- 


I  INITIATIVE 
I- 


I  DEDICATED 
I- 


I  COMMON  SENSE 

I 


j PLANNING  ABILITY 


I PROB-SOLVR/SYST  VIEWPT 
I- 


IGAN  •GET  THINGS  DONE* 
I- 


I  INTELLIGENT 
!• 


I  JOB  KNOWLEDGE 

I- 


[KNOW  FEDERAL  BUDGETING 

I THINKER 
I* 


I CREATIVE 
I 


(FLEXIBLE 
I- 


I COMPUTER  LITERATE 
I* 


(ANALYTICAL  TECHNIQUES 
I- 


I CAM  'GET  ALONG* 


CIVILIAN  ' 
RESPONSES 

7 


5 

T 


4 

i" 


4 

3 


2 

2 


3 

7 


2 

i" 


2 

■»<■»*■ 

2 


3 

2 


2 

7 


1 

7 

7 


Ri 


1 

7 


4 

5' 


2 

7 


3 

4 


4 

i 


3 

3 


2 

2 


2 

T 


1 

7 


JL 


RE$l£&ES 


10 

’T 


7 

7 


7 

6 


6 

i 


6 

’i" 


5 

i 


4 

T 


4 

7 


3 

3 


3 

2 

7 


Quantities  shown  are  the  net  of  ail  selection  indicators  sinus 
all  *NO*  statements  for  each  quality. 


Although  no  comments  were  elicited  with  this  question,  the 
interviewees  made  several  comments,  shown  in  Table  32. 


Table  32.  Comments  on  Importance  of  Qualities 


1  COMMENTERSI 1 

1  1  1 

COMMENTS  or  EXPLANATIONS 

iTOTICIVIMILi i 

Several  of  these  could  be  considered  skill 
more  than  qualities. 


There  is  duplication  in  this  list.  Many  of 
the  qualities  are  tied  to  each  other.  One 
civilian  said  "leader"  is  part  of  "communi¬ 
cator."  Another  said  "communicator"  is  es¬ 
pecially  true  for  briefing  and  writing,  and 
"can  get  along"  goes  with  “manager"  and 
"can  get  things  done." 


The  importance  of  "can  get  along"  depends  on 
situations.  A  manager  must  vary  the  degrees 
of  author itive  and  participative  management. 
This  can  be  a  detriment  if  made  important. 


Logisticians  need  to  understand  planning 
more  than  professionals  in  other  fields. 

One  can  be  successful  in  any  field  if  he  can 
manage  people. 


No  particular  combination,  or  lack  of,  these 
qualities  assures  one  of  success,  nor  dooms 
one  to  failure.  The  combinations  are  tied 
with  the  individual 's  personality  to  allow 
him  to  get  other  people  to  do  things. 


The  relative  Importance  of  these  qualities 
will  differ  as  management  style  or  grade 
level  changes. 


Senior  civilian  logisticians  don't  need  com* 
puter  literacy,  or  computers,  or  spending 
time  at  computers. 
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The  questions 


were: 

Do  you  recoomend  any  other  personal  qualities  senior  civilian 
logisticians  should  have? 

YES  _ _  NO  _  NO  OPINION  _ 

IF  SO,  WHAT  ARE  THEY? 

A  summary  of  how  many  respondents  selected  which  additional 
qualities  follows  in  Table  33.  A  more  detailed  record  of 
these  selections  can  be  found  in  Appendix  I. 


Table  33.  Summary  of  Additional  Qualities  for  a  Model 


A  few  unsolicited  comments  were  also  provided  with  these 
responses  and  are  shown  in  Table  34. 
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Table  34.  Comments  on  Additional  Qualities 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


"Wisdom"  is  the  application  of  intelligence. 


The  civilian  said  "perseverance"  could  be 
the  same  as  dedication.  The  officer  added 
that  hard  workers  do  not  always  get  credit 
or  advancement  but  we  need  those  who  stay 
after  quitting  time. 


"Empathy"  could  be  part  of  "can  get  along." 
Aggresssive  supervisors  need  to  realize  not 
everyone  is  a  "workaholic." 


i 

i 

Mobi 1 i tv  History .  The  questions  were: 

Mobility  is  mandatory  for  military  personnel  but  is  more 
optional  for  civilians.  Should  a  senior  civil  Ian's  history  on 
mobility  be  a  factor  in  selection  for  and  performance  of  senior 


logistician  duties? 


YES  _  NO  _  NO  OPINION 

WHY? 
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Table  35.  Comments  on  Nobility  History 


COMMENTEFS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


110 

1 

5 

1 

5 

Yes  1 

1  2 

1 

1 

1 

1 

1  1 

No  i 

1  1 

1 

1 

1 

I  1 

Said  "no."  It  is  helpful  to  have  been  1 

1 

1 

1  1 

functional ly  mobi le.  I 

We  have  lately  become  enamored  with  mobil¬ 
ity.  We  could  lose  our  backbone,  our  cont¬ 
inuity.  For  example,  we  could  have  a  real 
racial  problem  in  some  places  if  we  move  in 
someone  who  doesn't  know  the  local  situa¬ 
tion. 


Geographic  and  functional  mobility  broadens 
logisticians  to  be  multi  functioned  and  mul- 
tldisclpl ined,  better  persons  and  managers. 


Absolutely,  mandatory,  essential  for  senior 
workforce. 


I  don't  like  the  present  nomination  and  se¬ 
lection  for  senior  civilian  positions.  For 
the  military,  all  are  considered  for  gener¬ 
al,  not  just  volunters.  The  best  are  se¬ 
lected,  then  told  to  move.  For  civilians, 
the  selection  is  the  best  of  only  those  who 
apply.  An  SES  should  expect  to  be  moved, 
and  should  look  forward  to  it.  However,  for 
stability,  there  should  not  be  a  ro'tation 
requirement  for  civilians. 


GS/GM-13s  should  have  SES  capability.  At 
about  that  grade  they  should  realize  that, 
advancement  may  require  some  sacrifices  such 
as  moving  or  a  development  program. 


This  should  be  optional.  It  is  not  a  big 
factor  if  an  applicant  has  the  capability 
and  experience  needed  for  the  Job. 
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Table  35.  Comments  on  Mobility  History,  eont 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 


Mobility  is  primarily  a  reflection  of  a  per¬ 
son's  knowledge  base.  However,  I  don't  like 
those  who  keep  Job  hopping  every  two  years. 


1 


Geographic  mobility  should  not  be  required 
for  its  own  sake.  It  will  come  naturally 
during  career  broadening.  Some  civilians 
are  looking  for  promotion  based  more  on  mo¬ 
bility  than  for  a  job  well  done. 


1 


1 


1 


i 


Moves  should  be  a  two  party  decision  where 
the  employee  has  a  voice,  not  Just  upper 
management  moving  people  at  random,  even 
without  regard  for  the  person's  best 
development . 


AFLC  has  gone  overboard  in  not  announcing 
the  location  of  advertized  Jobs. 


Categorization  of  Mobility.  The  questions  were* 
Should  a  senior  civilian's  mobility  history  be  considered  a 
personal  quality  or  part  of  his/her  experience? 

QUALITY _  EXPERIENCE _  NO  OPINION _ 

WHY? 

The  results  at  the  top  of  Table  36  are  expanded  to  show  the 
selection  of  both  answers  by  four  respondents.  The  net 
tally  is  shown  in  Table  50  later  in  this  chapter. 
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Table  36.  Comments  on  Mobility  Categorization 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 

7  15  12 
I 


Said  mobility  is  related  to  experience. 


4  I  1 
I 


3 


Said  mobility  is  experience  and  a  quality. 


0  I  0 
l 

1  I 
I 

3  I 
I 
I 

1  I 
I 
I 
I 

1  I  1 
I 

1  I 
I 
I 


0 


1 


3 


1 


Said  mobility  is  a  quality  only. 


Had  no  opinion. 


Mobility  history  is  a  collection  of  the 
facts  of  a  person 7 s  experience,  a  reflec¬ 
tion  of  their  experience. 


Experience  with  mobility  broadens  a  person's 
perspective.  Mobility  history,  as  a  qual¬ 
ity,  demonstrates  dedication  and  a  willing¬ 
ness  to  go  above  minimum  performance. 


The  quality  aspect  is  that  mobility  shows 
flexibility  and  being  a  team  player. 


As  a  quality,  just  as  important  as  the  exp 
erlence,  mobility  reflects  an  attitude 
toward  learning  and  broadening. 


Present  Attitude  on  Moving.  The  questions  were: 

Should  a  senior  civilian's  present  attitude  toward  moving  be 
a  factor  in  selection  for  and  performance  of  senior  logistician 
duties? 

YES _  NO _  NO  OPINION _ 

WHY? 
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Table  37.  Comments  on  Present  Mobility  Attitude 


COMMENTERS 


TOTICIVIMIL 


COMMENTS  or  EXPLANATIONS 


One  said  this  depends  on  how  mobile  a  person 
was  in  the  past.  Interpretation:  History 
may  be  a  truer  picture  than  present  state¬ 
ments.  The  other  added  that  attitudes  can 
be  temporary,  and  should  be  evaluated  on 
their  longevity,  expected  duration,  and  why. 


Things  change  in  people's  lives,  and  can 
increase  or  decrease  willingness  to  move. 
Still,  when  one  accepts  a  GS/GM-13,  one  must 
accept  all  the  responsibilities. 


The  SES  must  be  willing  to  go  where  the  job 
is,  a  commitment  is  needed.  One  officer 
felt  this  so  strongly  he  suggested  this 
question  is  trivial.  The  civilian  took  ex¬ 
ception  to  being  willing  to  enter  a  "pool" 
to  go  wherever  some  one  else  decides. 


I  don't  want  an  SES  in  that  rank  if  he  is 
not  willing  to  go  where  the  need  is,  if  he 
is  the  best  person  for  a  requirement. 


Yes,  if  necessary  to  put  certain  skills  in 
certain  place.  Don't  just  move  people  to 
prove  a  point. 


This  is  a  weak  factor.  It  should  be  weighed 
with  the  person's  career  objectives.  Super¬ 
visors  should  discuss  objectives  with  emplo¬ 
yees.  This  can  be  job  and  grade  dependent. 
For  a  division  chief  job,  it  doesn't  matter. 
For  a  SES,  not  moving  can  be  a  problem. 


This  is  a  weak  factor.  It  should  be  related 
to  the  position.  It  could  be  a  detriment. 
Sometimes  we  need,  or  expect,  to  keep  a 
person  in  a  position  for  a  while. 
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Table  38.  Comments  on  Job  Series  to  SES,  cont. 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


T0TICIV1MIL 


6 


3 


3 


The  top  grade  In  each  area  reflects  the  rel- 
tive  importance  of  the  respective  functional 
areas  and  the  complexity  and  location  of  its 
Jobs.  It  would  be  a  mistake  to  establish 
SES  slots  in  job  classifications  where  they 
are  not  needed.  A  civilian  said  the  Air 
Force  emphasises  maintenance  and  thinks  this 
best  supports  their  mission.  There  are  no 
SESs  in  distribution  or  packaging.  Others 
added  there  is  no  need  for  a  SES  in  procure¬ 
ment,  production  management,  or  1670  series. 


We  don't  need  to  facilitate  stovepiping. 
Broadening  of  logisticians  is  essential  dur¬ 
ing  devel opment.  The  present  system  forces 
good  people  to  be  functionally  mobile  and  to 
move  to  paths  that  go  up.  The  "topped  out" 
series  feed  into  the  ones  that  go  up.  Two 
civilians  mentioned  the  346  series  as  one  to 
convert  to,  as  it  requires  multi  functioned 
background.  Another  said  the  Navy  has  good 
paths,  with  crossover  points. 


I 


Logistician  Job  Series.  The  questions  were: 

Should  there  be  a  "logistician"  job  series,  perhaps  with 
shredouts,  to  facilitate  development  and  progression  of  highly 
qualified  civilian  logisticians  to  senior  ranks  and  greater 
responsibi 1 les? 


YES _  NO _  NO  OPINION 

WHY? 
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Table  39.  Comments  on  a  Logistician  Job  Series 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


Yes 

No 


We  already  have  this  logistician  job  series. 
It's  346.  Logistics  Management  Specialist. 

It  covers  most  positions  above  GS/GM-13 
except  engineering  <801  series). 


Said  "yes."  This  would  probably  require  a 
new  series,  or  maybe  346  could  be  used. 


i 


Said  "yes,"  but  only  at  the  highest  levels 
of  the  structure.  If  done  lower  it  could 
block  out  much  experience  in  each  functional 
area.  What  present  specialty  will  assume 
this  role? 


1 


1 


1 


1 


This  would  cause  loss  of  much  of  the  present 
capability  to  broaden  people. 


We  do  need  to  get  away  from  stovepiping. 
One  Job  series  could  do  this,  but  I  don't 
think  we  need  it. 


1 


1 


1 


i 


l 


If  there  were  one  job  series,  how  would 
people  get  into  it  from  the  specialties  in  a 
workable  manner?  We  don't  have  this  on  the 
mi  1 itary  side. 


The  military  tried  this  unsuccessfully  with 
the  "Log  Plans"  specialty,  AFSC  66XX,  which 
required  qualification  in  two  separate  AFSCs 
for  entry.  Officers  didn't  want  to  give  up 
their  special ty.  The  Air  Force  is  now  put¬ 
ting  second  lieutenants  into  AFSC  6 6XX.  We 
need  the  civilian  specialties,  and  can  pull 
them  together  at  higher  levels. 


I'm  not  sure  this  would  be  any  gain  over  the 
present  system.  Don't  fix  what  isn't  broken. 
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Should  halovta  be  Selected  and  Groomed?  The 


questions  were: 

Should  the  Air  Force  select  and  grocs  pros! sing  civilian 
logistician  candidates  for  senior  logistician  responsibilities? 

YES _  MO _  HO  OPINION  _ 

WHY? 

Table  40.  Comments  on  Selecting  and  Grooming 


COMMENTERS! 1 

- 1  | 

T0T1CIVIMILI 1 

COMMENTS  or  EXPLANATIONS 

9 

1 

5 

1 

4 

1  1 

Yes 

3 

1 

1 

1 

2 

1  1 

No 

3 

1 

1 

1 

2 

1  1 

Said  "no."  Tills  sounds  like  too  early  a 

1 

1 

1  1 

selection  and  too  much  assurance  of  success. 

1 

1 

1  1 

This  forms  an  elitist  group  and  does  not 

1 

1 

I  1 

weed  out  the  incapable  and  takes  initiative 

1 

1 

1  1 

away  from  the  remaining  employees. 

4 

1 

1 

1 

3 

1  1 

Three  said  " no . "  If  th  i  s  i  s  done ,  i t  shou 1 d 

1 

1 

1  1 

be  done  iteratively  with  selectees  reviewed 

1 

1 

1  1 

each  year  and  poorer  performers  replaced. 

1 

1 

1  1 

Don't  make  this  an  elite  corps. 

1 

1 

1 

1 

1  1 

In  the  military  this  is  done  Informally.  If 

1 

1 

1  1 

done  formally  it  forms  an  elite  group.  The 

1 

1 

1  1 

civilians  have  the  Logistics  Civilian  Career 

1 

1 

1  1 

Enhancement  Program  C LCCEP > . 

1 

1 

1 

1 

1  1 

This  is  done  up  through  GM-15  by  LCCEP  and 

1 

1  1 

it  is  done  very  well  there.  The  Air  Force 

1 

1 

1  1 

has  no  SES  candidate  program  but  one  should 

1 

1 

1  1 

be  set  up  by  extending  LCCEP. 
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1  I  1 
I 


This  idea  is  consistent  with  practices  in 
Industry. 


1 

1 

1  1  1 

1 1 

The  LCCEP  cadre  sort  of  does  this.  There  isl 

1 

1  1 

1 1 

much  informal  monitoring  of  promising  car-  l 

1 

1  1 

1 1 

eers.  Each  ALC  has  its  internal  broadening  1 

1 

1  1 

1 1 

program.  AFLC  has  a  steering  group  to  groom  1 

1 

1  1 

1 1 

outstanding  GM-15s.  SAF/AL6,  following  a  1 

1 

1  1 

1 1 

July  1987  LCCEP  meeting,  is  starting  a  1 

1 

1  1 

1 1 

similar  program  Air  Force  wide.  l 

1 

1 

1  1 

1  1 1 

We  tried  this  with  LCCEP  with  mixed  results. 1 

1 

1  I 

1 1 

We  are  doing  as  much  as  we  practically  can.  1 

1 

1 

1  1  1 

1 1 

The  Air  Force  does  not  "grow"  good  SESs.  1 

1 

1  1 

1 1 

LCCEP  tried  broadening  civilians  and  failed.l 
_  _  __  _ _ | 

1 

1 

1  1 

1  1 1 

The  ones  with  real  potential  will  rise  on  1 

1 

1  1 

1 1 

their  own.  1 

How  and  When  to  Select  and  Groom.  The  question 

was: 

If  sous  selection  and  groaning  were  to  be  done,  how  and  when 
should  it  be  done,  with  respect  to  grade  levels  and  broadening 
assignments? 

COMHENTS 


Table  41.  Results  and  Comments  on  How  and  When 
to  Groom  and  Select  Bnployees 


1  COMMENTERS 1 1 

1  1  1 

COMMENTS  or  EXPLANATIONS 

ITOTICIVIMILI  1 

The  average  grade  was  11.5. 


Said  GS/GM-13. 


Said  GS-12. 


Said  GS-11 


Said  GS-9 


Gave  no  opinion 


This  should  be  planned  better  than  it  is 
now  and  must  start  earlier  in  the  careers. 
GM-15s  are  in  line  for  SES  Jobs  so  they 
should  be  already  groomed  at  that  point. 


Grooming  needs  to  be  a  mix  of  broadening  and 
performance.  Those  who  continue  to  perform 
well  should  be  further  broadened  through 
more  areas  and  higher  management  levels. 

Two  civilians  said  to  include  supervision  at 
the  GM-14  and  15  levels,  where  traits  to  ex¬ 
cel  and  experience  received  are  different. 


Broaden  candidates  through  maintenance,  mat¬ 
eriel  management,  and  other  directorates 
such  as  distribution. 


Assignments  at  a  base  in  SAC,  TAC,  or  MAC  at 
GS-7-9  or  their  headquarters  at  GS-11-12  can 
provide  good  operational/retal 1  or  staff /re¬ 
sources  experience.  One  civilian  added  Hq 
APLC  at  GS-13  for  staff  work  and  said  his 
ALC  usually  has  five  or  more  people  away  on 
these  broadening  tours  at  any  given  time. 


LCCEP  is  the  foundation,  with  career  broad¬ 
ening  and  long-term,  full-time  training. 
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Table  41.  Results  and  Comments  on  How  and  When 
to  Groom  and  Select  Employees,  cont. 


COMMENTERS 


ITOTICIVIMILI 

1  1  1 

1  1 

1  1 

1  1 

1  1 

1  1 

1  1 

1  1  1 

1  1 

1  1 

1  1 

1  1 

1  1 

1  f 

1  1  1 

1  1 

1  1  i 
1  1 
1  1 

1  1  1 

1  1 

i  l  t 
1  1 

COMMENTS  or  EXPLANATIONS 


Specific  jobs  and  broadening  depend  on  what 
area  the  employee  is  being  groomed  for. 

There  should  be  several  specific  plans  in  an 
overall  plan.  LCCEP  enhances  selection  for 
SES,  and  keeping  current,  but  is  not  set  up 
to  groom  for  SES.  That  should  be  done  at 
the  person /s  home  ALC,  above  LCCEP  programs. 


Don't  eliminate  people  too  early  as  is  being 
done  now.  Don't  block  reasonable  assign¬ 
ments  by  "LCCEP  Cadre  only"  requirements. 


LCCEP  tried  this  grooming  but  the  mobility 
requirement  killed  that. 


1 


The  real  smart  ache i vers  will  groom  them¬ 
selves  but  the  Air  Force  should  provide  the 
opportunities.  There  is  some  point  before 
SES  level  at  which  each  employee  either  has 
what  it  takes  for  SES,  or  he  does  not. 


ftACKflrflVind  Pifforcncea.  The  questions  follow. 

The  main  question  is  a  repeat  of  the  second  question  in  the 
first  Interview  set.  This  question  was  repeated  to  compare 
the  first  group  of  twelve  respondents  to  the  second  group  of 
twelve  respondents.  Different  group  responses  might 
indicate  differences  between  groups,  which  could  help 
explain  differences  In  other  topics  where  the  same  question 
was  not  asked  in  both  sets  of  interviews.  Similar  or 
identical  group  responses  could  support  projections  that 


106 


either  group  would  have  answered  questions  asked  only  of  the 
other  group  in  a  similar  manner  to  the  response  received. 


Should  there  be  any  differences  in  the  essential  background 
and  characteristics  of  civilian  and  military  senior  logisticians? 

YES _  NO _  NO  OPINION _ 

WHY? 

If  "yes,"  what  should  these  differences  be? 

EXPLANATION 

Table  42.  More  Comments  on  Background  Differences 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 

7 

1 

4 

1 

3 

1  1 

Yes 

1 

1 

1 

5 

1 

2 

1 

3 

1  1 

No 

1 

1 

4 

1 

1 

2 

1 

2 

1  1 

Said  "no.”  Even  though  there  shouldn't  be 

1 

l 

1 

1 

1 

1  1 

differences,  there  will  be  in  our  present 

1 

1 

1 

1  1 

system  because  the  military  will  be  in  com- 

1 

1 

1 

1  1 

mand  assignments,  and  do  "Lt"  Jobs,  and  none 

1 

1 

\ 

1 

1  1 

of  those  are  for  civilians.  Both  civilians 

l 

1 

1 

1 

1  1 

felt  there  is  no  choice  in  this  situation. 

1 

1 

1 

1  1 

but  an  officer  said  it  doesn't  have  to  be 

1 

1 

1 

1 

1  1 

that  way.  The  other  officer  said  the  dlf- 

1 

1 

1 

1  1 

ferences  are  transparent  in  acquisition  but 

1 

1 

1 

1 

1  1 

there  are  military  in  retail  logistics  and 

1 

1 

1 

1 

1  1 

civilians  in  wholesale. 

1 

Table  42.  More  Comments  on  Background  Differences*  cont. 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


It  does  not  matter  whether  there  should  be 
differences  -  there  are!  People  select  one 
path  or  the  other.  All  need  generally  the 
same  characteristics*  the  qualities  for 
success  are  the  same. 


If  both  civilians  and  military  understood 
supporting  war*  the  answer  would  be  no.  We 
need  people  not  bothered  by  factors  of  mil¬ 
itary  life,  so  the  answer  is  yes. 


There  are  no  civilians  in  combat  and  few  in 
operations.  If  the  military  "grew  up"  in 
logistics*  maybe  they  would  all  be  the  same. 


Military  have  operational  and  retail  exper¬ 
ience  and  bring  a  "user”  appreciation  to  the 
Pentagon.  Civilians  have  intensive  func¬ 
tional  expertise  and  provide  knowledge  of 
how  the  logistics  system  works.  TVo  civil¬ 
ians  said  this  was  an  ideal  system  that  al¬ 
lowed  good  synergism.  The  other  civilian 
added  that  the  military*  being  poised  for 
war*  have  a  different  mission  than 
civilians.  Their  time  in  the  "c'vllian 
sector"  is  a  reward  for  their  time  spent 
maintaining  the  peace. 


Past  Validity  of  Traditional  View.  The 
introductory  remarks  and  questions  were: 

Traditional  views  of  the  civil ian/si titary  relationship 
suggest  that  sllitary  personnel  provide  an  organization  with 
(1)  bread  experience  and  perspective*  (2)  spokespersons  that 
military  members  of  operational  commands  believe  because  "they 
have  been  there*"  and  O)  leadership.  On  the  other  hand, 
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civilians  are  felt  to  provide  logistics  functional  expertise, 
corporate  memory,  and  continuity. 

Was  this  division  of  capabilities  and  responsibilities  valid 
in  the  past? 

YBS  _  NO  _  NO  OPINION  _ 

WHY? 


Table  43.  Comments  on  Traditional  View's 
Past  Validity 


1  COMMENTERS 

1  1 

1  1 

COMMENTS  or  EXPLANATIONS 

1  TOT  1  CIV  1  MIL i i 

111  1 

6 

1 

5 

1  1 

Yes 

i  i  i 

1 

1 

1  1 

No 

1  1  1 

1 

1 

1  1 

Said  "no."  Valid  or  not,  this  is  the  common 

1  1 

1 

1  1 

perception,  due  to  career  paths.  The  system 

1  1 

1 

1  1 

drove  civilians  into  this  box  and  into  sub- 

1  1 

1 

1  1 

ordinate  positions  because  the  military  have 

1  1 

1 

1  1 

accountabl 1 ity . 

1  1  1 

1 

1 

1  1 

The  civilians  let  it  happen. 

1  1  1 

1 

1 

1  1 

This  view  has  been  the  perception. 

1  1  1 

1 

1 

1  1 

This  may  have  been  valid,  but  there  is  no 

1  1 

1 

1  1 

evidence  to  support  it. 

1  3  1 

1 

1 

2 

1  1 

This  is  valid  except  the  civilians  provide 

1  1 

1 

1  1 

just  as  much  leadership  as  the  military. 

1  1 

1 

1  1 

The  civilian  also  said  no  part  of  a  senior 

1  1 

1 

1  1 

level  job  is  all  military  or  all  civilian. 

1  1 

1 

1  1 

One  or  the  other  is  gone  50  percent  of  the 

1  1 

1 

1  1 

time  so  each  must  be  able  to  run  all  aspects 

1  1 

1 

1  1 

of  the  directorate. 
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Table  43.  Comments  on  Traditional  View's 
Past  Validity,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


2 


1 


2 


Disagreed  with  the  part  of  the  military  des¬ 
cription  about  military  spokespersons  being 
believed  more.  One  said  civilians  are  as 
good  as  “GIs"  if  trained  and  educated. 


This  is  especially  true  during  war.  Also 
it  is  true  at  senior  levels. 


1  II  It's  a  reflection  of  reality.  Only  recently 

I  I  have  people  thought  there  is  some  inter- 

II  changeability  of  officers  and  civilians. 


Present  Validity  of  Traditional. View.  The 
questions  were: 

Is  this  division  of  capabilities  and  responsibilities  valid 


now? 


YES  _  NO  _  NO  OPINION 

WHY? 
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Table  44.  Comments  on  Traditional  Viewy's 
Present  Validity 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


10 


Yes 


No 


Said  "no."  We  now  expect  civilians  to  be 
leaders  and  have  accountability.  Some  of 
the  leaders  are  wearing  different  clothes. 


It  Is  valid  except  for  leadership  being 
stated  as  all  military.  This  system  is  a 
good  blend. 


It  is  valid  at  senior  levels. 


This  view  is  less  valid  now  than  in  the  I 
past.  One  civilian  said  the  valid  percep-  I 
tion  is  weakening.  One  officer  stated  this  I 
is  less  clear  now  because  there  is  more  ml  1-1 
itary  involvement  in  old  "senior  civilian"  I 
areas.  In  the  last  five  to  seven  years  morel 
officers  have  moved  into  AFLC,  moved  out,  I 
then  moved  back  in.  This  is  good  because  I 
their  role  becomes  more  than  just  a  senior  I 
military  presence  while  civilians  run  the  I 
operation.  Another  officer  said  the  view  isl 
still  true  for  those  civilians  who  "stay  I 
put."  I 


Puture  Validity  of  Traditional  View.  The 
questions  weret 

Should  this  division  of  capabi titles  and  responsibilities  be 
continued  in  the  future? 

YES _  NO _  NO  OPINION _ 

WHY? 


Ill 


Table  45.  Comments  on  Traditional  View's 
Future  Val idlty 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 
7  14  13 


Yes 


5 


2 


3 


No 


1 


1 


1 


1 


1 


1 


1 


I  Said  "no,"  but  in  a  military  outfit  there 
I  must  always  be  military  in  the  top  posi- 
I  tions,  command  posit  ions ,  ready  to  "go  to 
I  war."  The  accountable  in  war  must  be  exper- 
I  ienced  at  leadership  and  in  working  command 
1  problems.  (Actually,  we  do  need  civilians 
I  with  these  same  capabilities.)  But,  if  this 
I  situation  changes,  the  next  question  is 
I  whether  defense  is  really  a  government  func- 
I  tion,  or  do  we  contract  for  it. 


Said  "no."  I'm  not  sure  we  can  continue 
this  split  if  we  try  -  it's  only  perception. 


Said  "no."  Civilians  are  no  longer  a  con¬ 
tinuity  at  the  micro  level,  but  still  are  at 
higher  levels.  However,  higher  management 
is  purposefully  killing  that  continuity. 


Said  "yes."  We  need  the  civilian  continuity 
and  corporate  memory.  We  al 1  need  to  be 
more  flexible. 


2 


Said  "yes.'  This  is  not  a  hard  and  fast 
division  of  labor.  We  must  not  assume  no 
crossovers  in  roles  occur  from  group  to 


group. 


Said  "yes,"  to  some  extent.  There  would  be 
some  advantages  to  leaving  the  military  in 
logistics  jobs  longer,  the  ALC  directorates 
would  do  better,  but  I'm  not  sure  the  Air 
Force  can  do  this. 


Said  "yes."  By  and  large  the  relationship 
should  stay  valid.  One  added  it  describes 
nature.  The  other  said  the  system  works 
like  it  is. 
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Table  45.  Comments  on  Traditional  View/s 
Future  Validity,  cont. 


COMMENTERS 

TOTICIVIMIL 


COMMENTS  or  EXPLANATIONS 


I  Said  "yes,"  it's  important. 


1 


I - 

I  Said  "yes,"  but  said  "no"  for  present  valid- 
I  ity.  Yes  is  based  on  much  discussion  with 
I  many  civilians  at  many  levels  throughout 
I  AFLC  over  the  past  ten  years. 


Civilian  and  Military  Technical  Competence.  The 
questions  were: 

Should  senior  civilian  logisticians  be  more  technically 
competent  than  their  military  counterparts  in  terms  of  either 
competence  in  more  functional  areas  or  more  depth  of  competence  in 
one  area? 

MORE _  DEEPER _  NEITHER  _  NO  OPINION  _ 

WHY? 

The  results  of  the  responses  to  this  question  are  more 
complex  than  for  most  questions  in  this  interview  due  to  the 
choices  given  to  the  respondent.  An  opinion  of  either  more 
areas  or  deeper  in  any  one  area  is  an  agreement  that 
civilians  should  have  more  technical  competence  than 
military.  The  comments  made  by  the  officer  who  said  neither 
still  reflect  this  same  agreement.  The  results  section  at 
the  top  of  Table  46  is  expanded  to  tabulate  these  results  in 


\ 
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detail.  The  first  row  of  the  table  shows  the  "net"  sum  of 
the  three  types  of  responses  that  all  imply  an  overall 
"yes."  The  "net"  does  not  equal  the  arithmetic  sum  of  the 
three  rows  below  the  "net"  row  because  several  of  the 
interviewees  answered  both  "more"  and  "deeper." 


Table  46.  Results  and  Comments  on  Civilians  Being 
More  Technically  Competent  Than  Military 


COMMENTERS 
TOT I  CIV  I  MIL 


11 


7 

■  «■»  m 
6 

1 

0 

1 

1 


5 

m  m 
2 


4 

1 


0 

1 

1 


COMMENTS  or  EXPLANATIONS 


Yes,  civilians  should  be  more  technically 
competent.  This  is  the  "net"  tally  of  the 
next  three  lines  of  results. 


Yes,  in  more  areas. 


Yes,  deeper  in  any  one  area. 


Neither  more  nor  deeper  over  the  other. 


No,  civilians  should  not  be  more  competent. 


No  opinion. 


Said  "neither."  If  a  civilian  can't  be  more 
competent  in  more  areas,  then  he  should  have 
more  depth  of  competence  in  an  area.  Below 
GM-14,  a  narrow  but  expert  competence  is 
good.  Above  GM/GS-13,  where  management  and 
resource  decisions  are  more  important,  com¬ 
petence  in  more  than  one  area  is  better. 


The  system  depends  on  civilians  for  conti n- 
uity,  corporate  memory,  and  knowing  how  the 
logistics  functions  work.  This  is  what  they 
bring  to  senior  management  positions. 
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Table  46.  Results  and  Comments  on  Civilians  Being 
More  Technically  Competent  Than  Military,  cont. 


COMMENTERS 

TOTICIVIMIL 

K ms 

1 


COMMENTS  or  EXPLANATIONS 


The  system  requires  civilians  to  be  compe¬ 
tent  in  more  areas  to  support  the  mobile 
mi.lltary,  and  complement  them.  The  subor¬ 
dinate  civilians  should  have  more  depth  in 
the  functional  area  they  work  in. 


Civil  Ians'  expertise  should  be  deeper  in  the 
job  they  are  holding.  In  a  major  director¬ 
ate  the  senior  civilian  logistician  should 
have  the  corporate  experience  in  that  area. 


The  military  want  civilians  to  have  more 
depth  of  functional  knowledge,  and  in  more 
areas,  than  the  military  have. 


I  expect  the  civilians  working  for  me  to 
know  more  about  logistics  systems  than  I  do 
in  at  least  one  area. 


Career  Him  for  Experience.  The  introductory 
remarks  and  questions  were: 

Earlier  research  suggests  Air  Force  logistics  organizations 
should  have  leaders  with  'customer  experience*  such  as  retail 
logistics,  operations,  and  combat,  as  well  as  expertise  in 
logistics  functional  areas  and  disciplines  such  as  wholesale 
logistics. 

Do  civilians  have  enough  time  in  their  careers  to  adequately 
gain  all  the  desired  experience? 

i 

YES _  NO _  NO  OPINION  _ 

WHY? 
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Table  47.  Comments  on  Career  Time  to  Get  Experience 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


3 

1 


4 


1 


1 


1 


1 


Yes 


No 


No  opinion. 


Said  "no."  Absolutely  not  enough  time. 


(from  all  three  types  of  responses)  Civil¬ 
ians  don't  need  all  this  experience.  The 
"no  opinion"  officer  said  all  this  is  not 
needed  in  any  one  person,  especially  in  a 
civilian.  He  added  we  need  a  team  that  fits 
the  relationship  described  in  the  tradi¬ 
tional  viewpoint  addressed  in  the  three  pre¬ 
vious  questions.  Civilians  need  detailed 
functional  knowledge  and  a  cross  section  of 
knowledge  of  logistics  areas. 


Opportunity  is  more  a  limiter  for  operation¬ 
al  experience  than  is  time.  There  are  too 
few  of  those  Jobs,  especially  above  GS-13. 


A  civilian  has  time  to  get  it  all.  wholesale 
and  retail.  One  said  if  he  plans  his  career 
from  GS-12  on.  to  plan  around  constraints. 


A  civilian  should  take  care  of  getting  the 
wholesale  experience,  he  wi 1 1  be  exposed  to 
retail  through  complementing  those  with 
retail  experience. 


Said  "no."  One  can  learn  two  functions  and 
get  career  broadening  with  a  staff.  At  the 
outside,  he  do  a  short  stint  in  an  opera¬ 
tional  command  at  GS-li  or  12. He  also 
needs  long-term,  full-time  (LTFT)  training. 


A  civilian  can  get  all  this  if  he  really 
wants  it.  He  can't  "career”  in  any  one  job. 
He  must  be  willing  to  transfer  laterally  in 
some  cases  to  broaden  his  experience. 
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.  The  quest i on 


was: 

Do  you  recommend  any  changes  to  any  of  the  definitions  or 
lists  on  the  introductory  reference  sheet? 

YES  _  NO  _  NO  OPINION  _ 

COMMENTS 

The  comments  in  Table  48  include  comments  made  to  other 
questions  which  were  more  applicable  to  this  question. 


Table  48.  Comments  on  the  Lists  and  Definitions 


COMM ENTERS 


TOTICIVIMIL 


6  1  3 


6  I  3 


COMMENTS  or  EXPLANATIONS 


Provided  comments,  some  in  answers  to  other 
questions,  but  more  applicable  here. 


Did  not  provide  comments. 


(Disciplines)  "Operations  Logistics"  in¬ 
cludes  retail,  wholesale  and  combat.  Acqui¬ 
sition  logistics  precedes  Program  Management 
Responsibility  Transfer  (PMRT)  and  opera¬ 
tion  logistics  follows  PMRT.  International 
logistics  crosses  acquisition  and  operations 
logistics. 
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Table  48.  Comments  on  the  Lists  and  Definitions,  cont. 


COMMENT EPS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


(Disciplines)  Wholesale  covers  the  other 
disciplines.  It  has  the  most  resource 
efforts  and  dollars.  Some  acquisition 
(requirements,  engineering,  and  general 
procurement)  is  a  subset  of  wholesale.  Com 
bat  pervades  all  others,  they  all  support 
combat.  An  Air  Force  logistician  should 
think  in  terms  of  combat  capability,  the 
only  reason  we  all  exist.  AFLC  is  for  the 
surge  required  by  combat. 


(Disciplines)  Combat  logistics  does  not  fit 
in  the  disciplines.  It  is  a  subset  of  re¬ 
tail  logistics.  If  civilians  know  retail 
they  can  handle  combat,  but  that  is  for  the 
blue  suiters.  The  Air  Force  has  a  system  it 
uses  day-to-day  and  for  combat  and  it  works. 


(Functional  areas)  Management  is  the  most 
valuable  area,  it  covers  the  other  areas. 
Logistics  planning  also  covers  the  others. 
Transportation  and  supply  are  narrow  fields 
and  should  be  combined  within  the  more  gen¬ 
eral  area  called  distribution  for  this  list. 


(Functional  areas)  The  list  needs  program¬ 
ming,  budgeting,  and  resourcing,  or  a  com¬ 
bination  of  these.  Without  these  efforts, 
the  other  things  on  this  list  can't  be  done. 


Additional  Comments  and  Model  Inputs.  The 
question  was: 

Do  you  have  any  other  comments  on  senior  civilian 
logisticians  or  inputs  for  a  model  of  their  desired  background? 

YIS _  NO _  NO  OPINION  _ 

COMMENTS 
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Some  respondents  answered  this  question  with  additional 
ideas  and  some  summarized  their  thoughts  over  the  whole 
interview.  Both  are  included  In  Table  49. 


Table  49.  Additional  Comments  and  Model  Inputs,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


4 


Provided  new  comments  or  a  summary 
in  this  table. 


1  nc 1 uded 


Did  not  provide  new  comments  or  a  summary. 


A  model  should  stress  leadership,  coopera¬ 
tion.  and  willingness  to  take  risks.  Empha¬ 
size  interpersonal  relationships,  as  needed 
in  each  job. 


The  traits  that  stand  out  for  successful 
people  are  experience  at  a  number  of  levels 
and  technical  competence  in  two  or  three 
areas,  with  some  geographic  and  functional 
mobi 1 ity. 


The  purpose  of  senior  managers  is  to  provide 
leadership  and  create  the  best  environment 
for  the  people  to  do  their  jobs  the  best 
they  can  through  getting  the  needed 
resources. 


1 


We  tend  to  view  a  45  year  old  civilian  as 
too  young  to  be  a  SES.  At  45  years  old,  an 
officer  is  starting  to  be  considered  too  old 
to  move  up  to  general.  We  give  more  respon¬ 
sibility  to  officers  much  younger  than  to 
civilians.  Other  federal  departments  have 
young  SESs,  like  32  years  old. 


119 


Table  49.  Additional  Comments  and  Model  Inputs,  cont. 


COMMENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


1 


1 


1 


1 


1 


1 


I  like  to  see  variety  in  a  person's  back¬ 
ground  and  a  demonstration  of  success  and 
output.  He  or  she  should  have  a  solid  base 
in  academics,  training,  and  PCE.  I'm  sus¬ 
picious  of  those  who  did  not  get  this  varied 
background. 


I  think  we  need  more  creativity,  risk  tak¬ 
ing,  and  innovation,  but  these  come  in  the 
person,  not  in  the  experience.  I  am  basic¬ 
ally  satisfied  with  our  systems.  I  think 
we  are  doing  pretty  well.  Are  we  dissatis¬ 
fied  with  what  we  have?  If  not,  what  is  the 
problem?  What  are  we  trying  to  fix? 


The  mission  of  the  CSAF  is  not  just  to  pro¬ 
vide  policy  -  that's  just  15  percent.  75 
percent  of  the  mission  is  to  acquire  resour¬ 
ces  for  the  Air  Force,  and  civilians  can 
successfully  do  this  for  the  needs  of  war. 
The  other  10  percent  is  day-to-day  miscel¬ 
laneous  brushfires. 


At  this  ALC  there  is  an  executive  develop¬ 
ment  program  for  all  civilians  GS/GM-13  and 
higher.  It  coordinates  job  opportunities, 
schools,  and  awards. 


Set  up  ways  to  broaden  the  candidates,  the 
way  AFLC  career  broadens  them  into  staff 
jobs,  except  do  it  earlier  and  by  switching 
them  back  and  forth  between  staff  and  line 
positions.  The  ones  interested  in  broaden¬ 
ing  opportunities  are  the  ones  who  tend  to 
rise  anyway.  They  prepare  themselves  in  a 
permissive  state  of  opportunities. 


Every  SES  should  know  how  to  handle  griev¬ 
ances.  He  is  responsible  to  take  car?  of  98 
percent  of  the  grievances  within  his  organ¬ 
ization. 
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Table  49.  Additional  Comments  and  Model  Inputs,  cont. 


COMM ENTERS 


COMMENTS  or  EXPLANATIONS 


TOTICIVIMIL 


I  am  not  sure  the  military  is  really  looking 
for  truly  aggressive  civilians. 


1 


You  are  barking  up  the  wrong  tree.  There  is 
something  beyond  all  this  work,  an  intan¬ 
gible,  similar  to  the  separation  of  manager¬ 
ial  ability  and  leadership.  I  don't  think 
you  can  build  a  model,  or  train  good  manag¬ 
ers,  until  you  can  define  leadership.  A 
model  can  help  define  the  poor  candidate. 


Summary  of  Results  of  Second  Set  of  Interviews. 

Earlier  in  this  chapter  the  "a  priori*  consensus  criteria 
established  in  Chapter  III  were  reviewed.  Those  criteria 
were  quite  stringent  because  they  were  for  the  questions 
about  a  model  established  for  one  group,  senior  military 
logisticians,  being  applied  to  a  second  group,  senior 
civilian  logisticians.  The  stringency  was  to  guard  against 
probable  bias  towards  this  applicability.  Because  the 
questions  in  this  second  set  of  Interviews  were  more  about 
basic  concepts  rather  than  model  categories,  the  same 
potential  predisposition  did  not  exist.  Therefore,  less 
stringent  criteria  for  consensus  were  felt  to  be 
satisfactory  for  responses  to  these  questions.  Eight  of 
twelve  total  interviewees  and  at  least  three  of  six  in  each 
of  the  civilian  and  military  groups  were  required  to 
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establish  a  consensus  for  each  of  these  responses.  At  least 
67  percent  of  the  respondents  must  support  an  opinion,  and 
each  group  must  meet  or  exceed  50  percent  to  constitute  each 
consensus. 

This  interview  schedule  contained  seventeen  questions 
which  could  be  answered  with  choices  such  as  "yes"  or  "no," 
or  selecting  a  category,  as  well  as  eliciting  supporting 
comments.  Five  questions  asked  for  quantitative  answers  and 
comments.  The  remaining  seven  questions  called  only  for 
comments. 

Answers  with  Choices.  The  above  discussion  about 
less  stringent  consensus  criteria  for  this  second  set  of 
interviews  was  made  academic  by  the  results.  The  responses 
either  satisfied  both  sets  of  criteria,  or  they  did  not 
satisfy  even  the  less  stringent.  These  responses  are 
summarized  in  Table  50.  A  more  detailed  record  of  all 
responses  with  choices  is  tabulated  in  Appendix  F. 

Twelve  of  these  seventeen  questions  were  answered  with 
clear  agreement.  Three  of  the  five  questions  not  gaining  a 
consensus  also  had  significant  differences  between  the 
civilian  and  military  responses. 

The  responses  on  the  importance  of  Professional 
Military  Education  <PME)  were  evenly  split  with  four  each 
stating  "very,”  "moderately,”  and  "slightly."  The  civilians 
favored  very  important,  but  the  officers  favored  slightly 
Important. 
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Table  50.  Summary  of  Choice  Responses  on  Basic 
Concepts  for  Senior  Civilian  Logisticians 


I  I  I  laVlLiAN  I  HI  Li  . AKI  I 

I  CHOICES  II  RESPONSES  I  RESPONSES  I 


I  TOTAL  I 


I  SHOULD  CIVILIANS  HAVE I 
I  A  BACHELORS  DEGREE  I 


*  These  three  response  categories  were  assigned  to  the  comments. 
Respondents  were  not  offerred  these  terms  as  choices. 

**  This  choice  was  not  specifically  offerred  to  respondents,  but 
was  implied  by  their  selection  o!  one  or  more  applications. 
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Responses  were  six  "yes"  and  six  "no*  concerning  a 
logistician  job  series.  The  civilians  had  a  five  to  one 
consensus  yes,  while  the  officers  were  the  opposite,  but  the 
comments  indicated  their  positions  were  not  as  different  as 
their  choices  indicated. 

Two  questions,  one  addressing  background  differences 
between  senior  civilian  and  military  logisticians  and  the 
other  concerning  future  validity  of  a  traditional  view  of 
senior  logistician  duties,  each  received  seven  "yes"  and 
five  "noM  responses.  There  were  no  major  differences 
between  officers  and  civilians  on  either  of  these  questions. 

Eleven  of  twelve  responses  said  civilians  should  have 
more  technical  competence  than  their  military  counterparts, 
but  there  was  no  consensus  on  whether  that  additional 
expertise  should  be  applied  to  more  logistics  functional 
areas  or  with  deeper  competence  in  one  area.  Civilians  and 
officers  did  favor  different  allocations  of  competence; 
civilians  supporting  more  areas  and  officers  preferring  more 
depth  in  one  area. 

Quantitative  Answers.  Averages  were  calculated 
for  each  of  these  five  responses.  There  were  differences 
between  civilian  and  mi  1 i tary  averages  for  four  of  the  five 
responses.  No  significance  was  seen  in  these  differences 
because  the  small  sample  size  of  six  for  each  group  did  not 
support  a  meaningful  statistical  analysis.  The  averages  were 
used  to  establish  approximate  midpoints  for  questions  in  the 
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Delphi  questionnaire.  The  details  of  this  data  are  recorded 
in  Appendix  6.  The  averages  are  summarized  in  Table  51. 


Table  51.  Suamary  of  Value  Responses  on  Basic 
Concepts  for  Senior  Civilian  Logisticians 


QUESTIONS 

GRADE  BY  WHICH  ONE  SHOULD 
HAVE  A  BACHELORS  DEGREE 


GRADE  BY  WHICH  ONE  SHOULD 
HAVE  AN  ADVANCED  DEGREE 


SHOULD  HAVE  EXPERIENCE  IN 
HOW  MANY  LOG  DISCIPLINES 


BE  TECHNICALLY  COMPETENT  IN 
HOW  MANY  FUNCTIONAL  AREAS 


GRADE  AT  WHICH  TO  SELECT 
AMD  START  GROOHIfSS 


CIVILIAN  1 
AVERAGES  1 

MILITARY 

AVERAGES 

II  OVERALL 

II  AVERAGES 

11.8  ! 

1 

11.3 

II  11.5 

1 1 
|  1 

13.8  1 

1 

14.2 

II  14.0 

II 

1  1 

2.2  1 

1 

2.2 

ii  2.2 

II 

1  1 

2.8  ! 

2.0 

ii  2.4 

II 

1  1 

11.0  ! 
_ L 

11.5 

ii  n.2 
ii 

"Comments  Only"  Answers.  There  are  no  summary 
tables  for  these  answers.  The  subparagraph  headings  under 
which  these  seven  "comments  only"  responses  are  reviewed 
earlier  in  this  chapter  are  listed  here  for  reference. 

Leadership,  Management,  and  Supervisory  Experience. 

Staff  Experience. 

What  is  Technical  Competence? 

Qualities  Important  for  Success. 

Additional  Personal  Qualities. 

Changes  to  Lists  or  Definitions. 

Additional  Comments  and  Model  Inputs. 
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Ral a tad  Pupations.  All  of  the  questions  were 


related  in  the  sense  they  all  dealt  with  some  aspect  of  the 
backround  of  civilian  logisticians.  Several  of  the 
questions  addressed  similar  aspects  of  this  background. 

These  were  reviewed  for  consistency  with  each  other.  The 
reader  is  referred  to  either  Table  50  or  Appendix  F  for  ease 
of  following  the  observations  in  the  next  several 
subparagraphs . 

A  trend  was  obvious  with  the  three  questions  concerning 
the  traditional  view  of  dividing  responsibilities  and 
capabilities  between  military  and  civilians.  An  eleven  to 
one  consensus  said  this  view  was  valid  in  the  past.  A  ten 
to  two  consensus  said  it  is  valid  now,  but  there  were 
several  comments  saying  it  is  less  valid  now.  Although  a 
seven  to  five  preference  supported  this  view  being  valid  in 
the  future,  this  was  not  a  consensus.  Also,  it  was  the  four 
to  two  preference  of  civilians  that  provided  the  small 
margin  in  favor  of  that  future  validity. 

The  seven  to  five  margin  that  supported  the  traditional 
view  being  valid  in  the  future  was  the  same  non-consensus 
margin  that  said  there  should  be  differences  in  the 
backgrounds  of  civilian  and  military  senior  logisticians. 

The  civilian  and  military  group  responses  were  identical  for 
each  of  th<*se  two  questions.  However,  two  civilians  and  two 
officers  made  opposite  selections  in  responding  to  these  two 
questions. 
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All  eleven  respondents  that  ventured  an  opinion  on  the 
question  of  civilians  having  more  technical  competence  than 


their  military  counterparts  Indicated  this  should  be  the 
case.  Technical  competence  is  a  part  of  a  civilian 
logisticlan/s  background.  This  result  could  be  considered 
Inconsistent  with  the  seven  to  five  non-consensus  margin  for 
the  background  differences  question. 

There  was  a  margin  of  seven  to  four  saying  civilians  do 
not  have  time  in  their  careers  to  get  all  the  experience, 
including  operations  and  retail  logistics,  that  some  experts 
felt  was  desirable.  Had  the  sixth  officer  expressed  an 
opinion,  and  had  it  agreed  with  the  majority,  this  would 
have  been  a  consensus  under  the  less  stringent  criteria. 

Comparisons  of  Both  Seta  of  Interviews. 

Most  of  the  questions  in  each  set  of  interviews 
addressed  the  same  areas.  Por  most  of  these  areas  the 
results  were  generally  the  same.  Of  particular  interest 
were  the  responses  without  consensus  and  those  with 
differences  between  civilians  and  officers. 

Background  Differences.  This  same  question  was  asked 
in  both  sets  of  interviews.  The  overall  result  was  the  same 
both  times,  a  seven  to  five  non-consensus  margin  favoring 
the  position  that  there  should  be  differences.  However,  the 
margins  within  the  civilian  and  military  groups  of  respond- 


ents  was  different  between  interview  sets.  Table  52  is 
included  to  show  the  differences  and  the  combined  results. 


Table  52.  Combined  Results  for  Question  on  Background 
Differences  Between  Officers  and  Civilians 


1 

INTERVIEW  1 

1 1  CIVILIAN 

1 

MILITARY  1 

1 

1 

1 

SET  1 

CHOICES 

1 1  RESPONSES 

1 

RESPONSES  1 

1  TOTAL 

1 

1 

FIRST  1 

YES 

1  1  2 

1 

5  i 

uni 

1 

1 

1 

NO 

1  1  4 

1 

1  1 

1  5 

i 

1 

1 

SECOND  1 

!  1  4 

1 

3  i 

nm 

1 

1 

1 

NO 

1  1  2 

1 

3  1 

1  5 

1 

1 

1 

BOTH  i 

YES 

i  1  6 

1 

8  1 

1  14 

1 

i. 

_ !_ 

M  6 

_ 4  1 

J _ 10 

-L 

I 

Professional  Military  Education  (PME) .  The  lack  of 
consensus  on  the  Importance  of  PME  for  civilians  in  the 
second  interview  set  was  consistent  with  the  consensus  in 
the  first  Interview  set  for  a  model  category  of  PME  not 
being  equally  applicable  to  civilians. 

Some  comments  that  Squadron  Officers  School  (SOS)  has 
little  value  for  civilians  were  made  in  both  sets  of 
interviews. 

Technical  Compatence.  In  the  second  Interview  set,  a 
consensus  favored  more  technical  competence  for  civilians, 
along  with  a  subordinate  lack  of  consensus  on  how  that 
greater  competence  should  be  applied  to  logistics  functional 
areas.  This  appeared  to  be  consistent  with  the  lack  of 
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consensus  on  equal  applicability  of  this  model  category  in 
the  first  set. 


Five  of  six  officers  supported  more  technical 
competence  for  civilians  in  the  second  set  of  interviews  and 
a  like  proportion  of  officers  said  this  category  was  not 
equally  applicable  to  civilians  in  the  first  set.  However, 
five  of  six  civilians  also  favored  more  technical  competence 
in  the  second  set,  but  the  same  ratio  supported  equal 
applicability  of  the  model  category  in  the  first  set. 

Civilian  Career  Time  for  Desired  Experience.  The 
preference  in  the  second  interview  set,  although  not  *a 
consensus,  that  there  Is  not  enough  time  on  a  civil  Ian's 
career,  is  consistent  with  two  comments  made  in  responses  in 
the  first  set. 


The  first  set  of  Interviews  produced  clear  consensus 
for  all  but  two  categories' of  the  AFIT  Model  for  senior 
military  logisticians  and  how  it  might  be  applied  to 
civilian  counterparts.  The  topics  of  background  differences 
between  the  two  groups  and  the  relative  applicability  of 
technical  competence  were  left  unsettled.  The  second  set  of 
interviews  shed  some  light  on  both  of  those  topics.  The 
continuing  margin  favoring  background  differences  and  future 
validity  of  the  traditional  view  of  dividing  responsib¬ 
ilities  indicate  a  potential  resolution  of  that  question. 
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The  consensus  supporting  more  technical  coape tence  for 
civilians  helped  clarify  that  question,  but  the  application 
of  that  competence  was  unclear.  Both  of  these  results  are 
inconclusive.  Issues  about  the  importance  of  PME  to 
civilians  and  the  creation  of  a  logistician  job  series  were 
addressed  and  not  resolved. 

With  these  several  Issues  still  unsettled,  the  next 
step  in  this  research  toward  a  model  for  senior  civilian 
logisticians  must  be  a  consensus-focusing  technique  such  as 
the  Delphi  questionnaire.  The  results  of  the  two  sets  of 
interviews  provided  the  foundation  for  the  questions  to  be 
used  in  the  future  Delphi  phase. 


V.  Cone lua Iona  and  gtff«m*nfUHnnw 

RBYittM 

This  research  waa  conducted  to  define  the  essential 
qualities,  characteristics,  and  background  of  senior 
civilian  logisticians  in  the  Air  Force.  The  logistics 
portion  of  the  Air  Force  has  an  ever~expanding  task  to 
support  personnel  and  weapons  systems  around  the  world.  As 
the  complexity  of  those  systems  increases  and  the  allowable 
reaction  times  shrinks,  the  logistics  support  system  also 
becomes  more  complex.  The  DOD  budgets  for  personnel, 
operations,  and  support  for  fiscal  years  1987  and  1988 
combined  is  over  9300  billion.  Air  Force  budgets  have 
started  to  decrease,  which  compounds  the  problems  of 
providing  necessary  support.  Better  management  of  al 1 
resources  is  needed  to  counteract  these  effects. 
Approximately  90  percent  of  the  work  force  in  the  Air 
Force/s  largest  logistics  agency,  AFLC,  is  civilian. 
Civilians  also  hold  key  positions  at  Air  Force  headquarters 
and  on  the  Secretary  of  the  Air  Force's  staff.  It  is 
critical  that  the  Air  Force  have  the  best  posssible 
civilians  in  the  senior  logistics  positions  for  the  Air 
Force  to  meet  these  growing  management  challenges. 

Many  people,  some  from  within  the  Air  Force,  have 
criticized  DOD  and  the  Air  Force  logistics  and  logisticians. 
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As  stated  In  Chapter  I,  a  common  complaint  is  that  there  are 
not  enough  military  or  civilian  logisticians  that  really 
understand  the  overall  logistics  system  well  enough  to 
properly  manage  It.  Some  officials  say  the  Air  Force  has 
too  many  specialists  and  not  enough  generalists  to  optimize 
the  overall  logistics  system  (24:4;  15:10).  Many  officials 
feel  the  problem  is  caused  by  the  career  paths  and 
development  that  are  available  to  the  civilian  and  military 
logisticians  (24:4).  Adequate  backgrounds  of  experience  and 
education  would  be  only  one  side  of  what  is  needed  to  have 
the  best  possible  logisticians.  The  people  must  also 
possess  the  right  characteristics  and  qualities  to 
assimilate  education  and  use  their  experience  to  perform  the 
needed  tasks. 

This  research  was  intended  to  develop  a  model  of  what 
the  essential  qualities,  characteristics,  and  background 
should  be  for  the  successful  senior  civilian  logistician. 
Prior  research  under  AFIT  sponsorship  had  developed  such  a 
model  for  senior  military  logisticians.  The  civilian  model 
was  to  be  developed  through  six  phases.  The  first  phase 
was  a  review  of  pertinent  literature  on  logistics, 
logisticians,  successful  manager  and  career  development 
programs,  and  problems  In  these  areas.  The  second  phase  was 
to  e*»certain  the  applicability  of  the  AFIT  military  model  to 
senior  civilian  logisticians  employing  interviews  with 
senior  logistician  experts.  The  next  phase,  if  needed  after 
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the  second  phase,  was  to  use  more  interviews  to  determine 
basic  concepts  of  education,  experience,  and  traits  for  the 
senior  civilian  logisticians.  The  fourth  phase  was  to  seek 
final  concensus  on  those  concepts  and  issues  through  a 
Delphi  questionnaire.  Those  results  would  be  used  to  define 
the  senior  civilian  model  in  the  fifth  phase.  In  phase  six 
the  components  of  the  new  model  would  be  weighted  by  sending 
the  model  and  one  more  questionnaire  to  a  different  sampling 
of  logisticians  and  averaging  the  returned  prioritizations. 

The  time  required  to  develop  the  interview  schedules, 
arrange  and  complete  the  Interviews,  and  process  the 
interview  results  for  phases  two  and  three  did  not  allow 
sufficient  time  to  complete  further  phases  in  the  research. 
Therefore,  the  products  of  this  effort  are  the  results  of 
the  two  sets  of  interviews  and  a  draft  Delphi  questionnaire 
which  can  be  used  in  follow-on  research. 

The  research  objectives  and  questions  stated  in  Chapter 
I  form  a  reasonable  framework  to  review  the  results  of  the 
Interviews.  The  next  two  sections  of  this  chapter  will 
address  the  results  in  terms  of  those  research  objectives 
and  questions.  Those  sections  will  be  followed  by  the 
introduction  of  the  draft  Delphi  questionnaire  (Appendix  J>. 
The  chapter  will  close  with  a  summary  and  recommendations. 

Research  Objectives 

This  research  had  three  objectives,  (i)  Identify  the 
qualities,  characteristics,  and  background  required  of  the 
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professional  senior  civilian  logistician.  (2)  Develop  a 
model  to  reflect  the  findings.  (3)  Determine  weights  for 
the  components  of  the  model  to  make  it  useable  as  a 
measuring  device. 

These  objectives  will  be  addressed  briefly.  More 
details  will  be  discussed  when  the  research  questions  are 
addressed. 

Objective  1.  The  qualities,  characteristics,  and 
background  required  of  the  senior  civilian  logistician  were 
tentatively  identified.  The  Delphi  questionnaire  may  add 
some  elements  to  those  identified  in  this  research.  The 
Delphi  results  could  also  determine  that  some  elements 
supported  through  the  Interviews  are  not  essential.  This 
objective  will  be  specifically  addressed  by  the  second  and 
third  research  questions.  Detailed  findings  will  be 
presented  under  each  of  those  questions. 

Objective  2.  A  civilian  model  could  not  be  developed 
due  to  the  constraints  of  limited  research  time.  The 
researcher  has  ideas  of  what  the  model  should  be  at  this 
stage  of  the  research,  but  these  can  be  only  tentative 
without  the  consensus  support  of  the  Delphi  questionnaire. 
These  ideas  are  in  terms  of  changes  to  the  the  AFIT  Model 
for  military  senior  logisticians.  They  will  be  stated 
during  reviews  of  findings  while  addressing  the  research 
questions. 


QbittCJLlJEfi  a-  Weights  for  the  model  components  could 
not  be  determined  because  the  civilian  model  was  not 
developed.  There  were  strong  indications  that  the 
weightings  will  be  different  than  those  of  the  military 
model.  A  few  aspects  of  indicated  importance  will  be 
presented  as  the  fifth  research  question  is  addressed. 

Rfiafiflc.ch-Qy.fia.tl.ana 

The  following  questions  were  proposed  to  meet  the 
research  objectives: 

1.  Can  a  model  for  senior  military  logisticians  be 
used  for  their  civilian  counterparts? 

2.  What  should  be  the  special  characteristics  and 
qualities  of  civilian  senior  logisticians,  if  any? 

3.  What  should  be  th  '  education  and  experience  of 
senior  civilian  logisticians? 

4.  Are  there  any  significant  differences  between  the 
responsibilities  and  necessary  qualifications  of  civilian 
senior  logisticians  and  their  military  counterparts? 

5.  What  aspects  of  the  civilian  model  are  considered 
most  important  for  evaluating  logisticians  and  guiding 
career  development  of  future  civilian  logisticians? 

Discussions  with  officials  outside  A7IT  and  the  thesis 

advisor  during  development  of  the  first  Interview  schedule 

* 

introduced  two  other  factors  for  consideration.  Most  senior 
civilian  logisticians  are  in  deputy  positions,  working  for  a 
military  director  or  commander.  There  could  be  two 
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different  perceptions,  one  by  the  civilians  and  the  other  by 
the  military,  of  the  civilian  responsibilities  and  of  the 
characteristics  and  background  best  suited  for  meeting  those 
responsibilities.  An  official  also  suggested  that  there 
might  be  value  in  keeping  separate  accounts  of  responses  to 
this  research  to  see  if  there  were  any  differences  between 
the  military  and  civilian  responses.  Therefore,  the  number 
of  interviewees  planned  for  the  first  set  of  interviews 
shown  in  Table  1  was  increased  to  twelve,  half  to  be  from 
each  respondent  group.  The  number  of  subjects  for  the 
second  set  of  interviews  was  reduced  from  the  earlier  twenty 
to  thirty  to  twelve.  This  manipulation  of  sample  size  was 
deemed  necessary  to  keep  the  combined  effort  for  both 
interviews  reasonable  and  allow  more  practical  comparisons 
between  results  of  the  two  interview  sets.  The  reader  is 
referred  to  Table  2  for  the  quantities  and  partitioning  of 
experts  for  both  sets  of  interviews.  The  consultants'' 
suggestions  were  adopted  as  the  following  additional 
research  question: 

6.  Are  there  any  significant  differences  in  how  senior 
military  and  senior  civilian  logisticians  perceive  the 
responsibilities  and  required  qualities  and  background  of 
sen i or  civilian  1 ogl st 1 c 1 ans? 

These  six  questions  will  be  answered  based  on  the 
results  of  the  two  sets  of  Interviews. 
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Applicability  of  a  Military  Model  to  Civilians.  The 
AFIT  Model  for  senior  military  logisticians  was  found  to  be 
applicable  to  senior  civilian  logisticians  at  the  level  of 
the  eight  categories.  The  details  of  the  responses 
supporting  this  conclusion  are  contained  in  Table  18  and  in 
Appendix  C.  In  the  first  interview  the  participants  were 
asked  if  a  general  military  model  should  be  applicable  to 
civilians.  The  “yes"  response  was  selected  by  ten  of  the 
twelve  participants. 

The  participants  were  next  asked  whether  three  certain 
categories  of  a  military  model  would  apply  to  civilians. 

The  three  categories  specified  were  the  three  model 
dimensions  in  the  AFIT  Model:  experience,  education  and 
training,  and  professional  attributes.  The  twelve 
respondents  unanimously  supported  applicability,  and  ten  of 
the  twelve  felt  the  three  categories  would  be  just  as 
applicable  to  civilians  as  to  military. 

Next  the  interviewees  were  asked,  category  by  category, 
if  each  of  eight  model  categories  would  be  applicable  to 
civilians,  and  if  each  category  would  be  equally  applicable. 
The  respondents  were  not  told  that  these  eight  categories 
were  the  eight  categories  of  the  AFIT  Military  Model.  Each 
of  the  eight  categories  was  Judged  applicable  by  a  consensus 
of  at  least  ten  to  two  or  better.  Six  of  the  eight 
categories  also  met  the  stringent  consensus  criteria 
established  for  the  first  set  of  interviews  for  equal 
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applicability  to  civilians.  Professional  Military  Education 
(PME)  received  a  consensus  of  ten  to  two  that  PME  would  not 
be  equally  applicable.  Technical  competence  responses  were 
evenly  split  concerning  equal  applicability. 

Finally,  participants  were  asked  if  subdivisions  of  the 
eight  categories  would  be  applicable,  and  equally 
applicable,  to  civilians.  As  can  be  seen  in  Tables  15  and 
16,  eight  of  th  eleven  responding  officials  indicated  "yes" 
for  applicability.  Six  of  those  eight  selected  "no"  for 
equal  applicability  of  subdivisions.  One  respondent  said 
the  applicability  of  subdivisons  would  depend  on  what  the 
subdivisions  were.  Another  stated  command  and  combat 
positions  would  not  apply  to  civilians.  Both  points  were 
valid.  Since  the  participants  were  not  given  any 
subdivision  titles,  they  had  to  be  answering  in  general 
terms.  Although  the  consensus  indicates  many  subdivisions 
should  be  applicable  to  civilians,  there  may  very  well  be 
subdivisions  of  the  military  model  that  cannot  apply  to 
civilians. 

Responses  to  several  questions  in  the  second  interview 
schedule,  summarized  in  Table  50,  were  consistent  with  the 
applicability  of  the  eight  categories.  Several  comments  in 
both  sets  of  interviews  Indicated  unequal  applicability  of 
subdivisions  of  a  few  categories.  Four  respondents  said 
lower  level  PME  schools  were  less  applicable  to  civilians, 
as  shown  in  Table  10.  Majorities  of  seven  to  five,  although 
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non-consensus,  supported  differences  In  background  and  need 
for  technical  competence  between  military  and  civilians. 
These  responses  were  consistent  with  the  need  for  different 
subdivisions  in  some  categories 

Any  decisions  about  subdivisions  for  the  categories  of 
the  civilian  model  should  be  made  after  the  Delphi  phase. 

Special  Characteristics  and  Qualities.  Participants  in 
the  second  set  of  interviews  unanimously  confirmed  there  are 
identifiable  qualities  and  characteristics  that  distinguish 
successful  civilian  logisticians  from  unsuccessful  ones. 

This  is  consistent  with  the  unanimous  support  for 
applicability  and  equal  applicability  of  a  model  category 
for  personal  qualities  and  characteristics  indicated  in  the 
first  interview  set. 

Determination  of  which  qualities  are  essential  is 
incomplete.  Pour  examples  were  given  in  the  question  on 
qualities  in  the  first  Interview.  Several  additional 
qualities  were  suggested  by  participants  in  that  phase. 

These  qualities  were  all  included,  along  with  all  the 
qualities  listed  in  the  AFIT  Model,  in  the  reference 
information  sent  to  all  participants  in  the  second 
interview.  A  question  in  the  second  set  of  interviews  asked 
respondents  to  select  the  Important  qualities  from  that 
list.  The  results  are  summarized  in  Table  31,  with  more 
details  in  Appendix  H.  The  next  question  asked  these 
respondents  to  suggest  additional  qualities.  The  top  twelve 
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qualities  selected  from  the  list  and  all  ten  additional 
suggestions  are  listed  here. 

Top  Twelve  Qualities 
Integrity 
Manager 
Leader 

Communicator 

Visionary/Forward  Looking 
Mul tidiscipl ined 
Initiative 
Dedicated 
Common  Sense 
Planning  Abil ity 
Can  " Get  Things  Done* 

Problem  Solving/System  Viewpoint 

Four  respondents  in  the  second  interviews  commented 
that  several  of  the  qualities  listed  were  really  learned 
skills  or  were  only  needed  for  some  jobs.  This  separation 
seemed  reasonable  enough  to  explore  during  the  Delphi  phase. 
The  researcher  suggests  the  following  list  be  targeted  for  a 
possible  separate  category  called  *General  Skills"  under  the 
professional  attributes  dimension.  The  items  recommended  to 
be  moved  to  that  new  category  are  listed  here: 


Ten  "New*  Qualities 
Perserverance 
Wisdom 
Team  Player 

Empathy 

Handle  Grievances 

Mobility 

Sense  of  Humor 

Does  Complete  Staff  Work 

Knows  Schedu 1 i ng 

Has  Objectives 


Knows  Federal  Budgeting 
Computer  Literate 
Job  Knowledge 


Handles  Grievances 
Does  Complete  Staff  Work 
Knows  Scheduling 


PI anning  Abi 1 i ty  Analytical  Techniques 

Problem  Solving/System  Viewpoint 


The  term  “mobility11  was  deliberately  included  in  the 
four  examples  in  the  qualities  question  in  the  first  set  of 
interviews  to  see  if  it  would  draw  comments.  The  last  six 
comments  in  Table  14  addressed  mobility.  Three  participants 
indicated  the  application  of  mobility  should  be  different 
for  civilians  than  for  military.  Another  commented  that 
mobility  was  a  part  of  “the  job,"  a  condition  of  each 
position  rather  than  being  a  professional  attribute. 

Mobility  was  deliberately  left  off  the  list  of  attributes  in 
the  second  set  of  interviews  to  see  if  it  would  get 
"re-nominated"  and  because  there  were  several  other 
questions  addressing  mobility.  As  the  list  above  shows,  one 
respondent  did  suggest  mobility  as  a  quality.  Another 
question  asked  if  mobility  history  should  be  considered  a 
quality  or  part  of  experience.  The  results  are  listed  in 
Table  36.  Seven  of  twelve  respondents  selected  experience. 
Pour  said  mobility  was  both  a  quality  and  experience.  No 
respondent  selected  mobility  as  only  a  quality.  Therefore, 
mobility  or  mobility  attitude  should  be  explored  as  a 
quality  in  the  Delphi  phase. 

Education  and  Experience.  Much  Information  was 
gathered  on  each  of  these  two  aspects  of  logisticians'' 
background.  They  have  been  presented  separately. 


Education .  Responses  in  both  sets  of  interviews 
indicate  the  senior  civilian  logistician  should  have  a 
masters  degree.  However,  this  is  not  as  clear  a  situation 
as  for  the  military  logistician.  In  the  first  set  of 
interviews,  eleven  of  twelve  responded  that  a  model  category 
of  "advanced  degree"  applied,  and  applied  equally,  to 
civilians.  One  of  those  respondents  pointed  out  that  no 
degree  is  required  for  logistics  jobs  (researcher's  note: 
engineering  job  series  not  included).  Therefore,  the  second 
interview  schedule  asked  first  if  a  senior  civilian 
logistician  should  have  a  bachelors  degree,  even  though  it 
is  not  required.  The  response  was  unanimous  that  he  should. 
A  subsequent  question  about  an  advanced  degree  received  a 
"yes"  consensus  of  nine  to  three. 

The  lack  of  a  degree  requirement  for  civilian 
logisticians  is  different  than  for  their  military 
counterpart  since  a  bachelors  degree  has  been  a 
commissioning  requirement  for  many  years.  As  a  result,  one 
of  the  categories,  named  "Advanced  Degree"  in  Capt  Zavada's 
weighted  APIT  Model,  must  be  modified  for  civilians.  The 
name  of  the  category  in  Capt  Overbey's  version  of  the  AFIT 
Model  before  weighting  was  "Academic  Education".  This 
category  title  would  allow  category  elements  of  "Bachelors 
Degree”  and  "Advanced  Degree"  and  would  be  more  applicable 
to  a  civil ian  model . 


The  responses  contained  in  Tables  20  and  22  indicate  a 
civilian  logistician  should  have  the  first  degree  as  a  GS-li 
and  get  the  advanced  degree  by  the  GM-14  point.  Appendix  G 
includes  the  actual  responses  that  yielded  those  average 
grade  levels.  The  subject  matter  for  these  degrees  was  not 
addressed  in  either  interview  set.  Three  comments  provided 
in  the  second  set  of  interviews  were  inconclusive  on  this 
subject.  This  matter  should  be  addressed  in  the  Delphi 
phase . 

Experience.  The  senior  civilian  logistician 
should  have  experience  as  both  a  manager  and  a  supervisor  at 
several  levels  and  over  a  large  operation  in  terms  of  people 
supervised  and  resources  managed.  He  or  she  should  have  had 
at  least  one  staff  Job,  preferrably  at  AFLC  or  AFSC 
Headquarters  or  the  Pentagon.  His  or  her  experience  should 
be  broad  enough  to  Include  two  logistics  disciplines  and  two 
or  three  logistics  functional  areas.  These  statements  are 
based  primarily  on  the  responses  to  the  second  set  of 
interviews. 

The  interviewees  were  asked  what  leadership, 
management,  and  supervisory  experience  the  senior  civilian 
should  have.  Eight  respondents  indicated  he  or  she  must 
know  how  to  manage  people  and  provided  various  combinations 
of  levels  and  breadth  of  this  experience.  In  response  to 
the  next  question,  about  what  staff  experiences  the  senior 
civilians  should  have,  all  twelve  interviewees  indicated 


some  amount  or  level.  Five  suggested  AFLC  or  AFSC 
Headquarters. 

The  participants  were  asked  how  many  logistics 
disciplines  should  be  included  in  the  senior  civilian 
logistician's  experience.  The  average  of  the  responses  was 
2.2  disciplines.  The  Interviewees  were  similarly  asked  in 
how  many  functional  areas  should  this  ideal  civilian  have 
technical  competence.  The  average  response  was  2.4  areas. 
Several  comments  made  in  responding  to  other  questions  on 
career  development,  technical  competence,  and  general 
additional  comments  supported  the  idea  that  the  broadened 
logistician  was  better  prepared  for  senior  level  positions. 

Differences  in  Responsibilities  and  Qualifications. 
Indications  were  clear  that  there  are  differences  in  the 
responsibl 1 lties  of  the  senior  civilian  and  military 
logistician.  Several  marginal  indications  also  supported 
differences  in  qualifications  for  these  two  types  of  senior 
logisticians.. 

The  first  question  in  the  first  set  of  interviews  asked 
if  there  are  reponsibi 1 i ty  differences.  The  response  was 
■yes"  by  eleven  to  one.  Seven  of  these  respondents  cited 
the  normal 'mi  1 itary  director  and  civilian  deputy 
relationship,  and  two  rioted  that  the  military  are  held 
accountable.  Six  mentioned  the  combat  and  user  experience 
and  perspective  as  differences. 
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The  second  question  In  the  first  set  of  interviews 
asked  whether  there  should  be  differences  in  the  essential 
background  and  characteristics  of  civilian  and  military 
senior  logisticians.  Respondents  favored  "yes"  by  a  seven 
to  five  margin.  The  same  question  was  repeated  in  the 
second  set  of  interviews  and  the  overall  response  was  the 
same.  In  both  cases  there  were  some  comments  that  seemed  to 
answer  as  though  the  question  asked  "are  there  differences" 
instead  of  "should  there  be  differences." 

Stronger  support  for  background  differences  came  from 
responses  to  other  questions.  A  ten  to  two  consensus  said 
PME  was  not  equally  applicable  to  civilians.  A  seven  to 
five  margin  agreed  that  the  traditional  view  of  military 
bringing  a  broader  background  and  a  user  perspective  to 
senior  logistician  positions  and  civilians  bringing 
functional  knowledge  and  continuity  to  those  positions 
should  continue  to  be  valid  in  the  future.  Eleven  of  the 
twelve  respondents  suggested  the  senior  civilians  should 
have  more  technical  competence  than  their  military 
counterparts.  Several  comments  throughout  the  interviews 
mentioned  the  need  or  advantage  of  the  "boss  -  deputy"  pair 
complementing  each  other  in  skills  and  background  to  form  a 
more  complete  team. 

Other  comments  added  to  the  feeling  of  differences. 
There  are  positions  held  by  the  military  that  civilians 
cannot  legally  occupy.  Command  experience,  common  for 
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officers  but  rare  for  civilians,  changes  the  perspective  of 
senior  logisticians.  Thus,  officers  usually  bring  a 
different  viewpoint  to  logistics  positions.  Officers  and 
civilians  have  two  different  career  structures,  and  these 
cannot  be  changed  quickly,  even  if  they  should  be. 

Another  area  of  difference  is  mobility.  This  is  a 
matter  of  little  choice  for  the  senior  officers.  Several 
Interviewees  commented  that  traditionally  the  civilian  has 
shown  very  little  geographic  mobility,  and  probably  not 
enough  functional  mobility.  In  the  last  several  years, 
several  organizational  changes  and  career  broadening 
programs  that  have  encouraged  functional  and  geographic 
mobility  for  civilians.  Many  civilians  have  taken  advantage 
of  these  opportunities  for  <fuick  advancement.  Most 
interview  participants,  both  civilians  and  officers,  favored 
the  broader  experience  and  perspective  civilians  gain 
through  mobility.  However,  several  cautions  or  "should 
nots"  were  voiced  by  officers  and  civilians.  Two  of  these 
concerns  were  that  too  much  mobility  of  senior  logisticians 
would  destroy  the  top  level  corporate  memory  and  that  moving 
indiscriminately  would  not  provide  the  best  development  and 
motivation  for  senior  civilians. 

Important  Aspects  of  the  Civilian  Model.  This  area 
cannot  really  be  addressed  until  the  model  is  developed  and 
weighted.  It  appears  at  this  point  in  the  research  that  the 
career  broadening  of  mul tidlscipl lned,  mul tlfunctioned. 
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experienced  managers  and  supervisors  Is  Important.  Several 
personal  qualities  were  selected  by  at  least  half  of  the 
respondents.  Academic  education  through  at  least  the 
bachelors  degree  also  appear  Important.  The  Delphi  survey 
and  the  model  weighting  should  probably  support  these 
estimates,  but  they  must  be  completed  to  find  out. 

Differences  of  Opinion  Between  Officers  and  Civilians. 
For  the  most  part  these  officer  and  civilian  interviewees 
responded  similarly,  but  they  did  differ  on  several  issues. 
With  the  small  sample  size  of  six  of  each  group  for  each  set 
of  interviews,  the  differences  may  reflect  true  disagreement 
between  civilians  and  officers,  or  may  be  due  to  the  nature 
of  that  particular  sample. 

Background  Differences.  Within  the  seven  to  five 
margin  favoring  differences  in  the  first  set  of  interviews, 
four  of  six  civilians  said  there  should  not  be  differences, 
while  five  of  six  officers  said  there  should.  The  comments 
in  Table  4  show  two  of  the  civilians  caveated  their  "no" 
responses  and  that  the  officers  seemed  to  dwell  more  on  what 
"Is"  than  "should  be."  This  question  was  repeated  in  the 
second  interviews,  with  the  same  overall  result,  four  of 
these  six  civilians  now  said  that  there  should  be 
differences,  and  these  six  officers  were  evenly  split. 

These  separate  tallies  are  shown  in  Table  52,  along  with  a 
combined  response  tally.  These  apparent  respondent 
differences  do  not  seem  to  be  significant,  since  a  switch  of 
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the  two  caveated  civilian  responses  would  have  made  the 
combined  tallies  the  same  for  officers  and  civilians  and 
because  of  the  "is  -  should*  ambiguity. 

Technical  Competence.  In  the  first  set  of 
interviews  all  twelve  respondents  said  that  the  AFIT  Model 
category  of  technical  competence  was  applicable  to  senior 
civilians.  However,  five  of  the  six  civilians  said  this 
category  should  be  equally  applicable  to  civilians,  while  a 
like  ratio  of  officers  said  exactly  the  opposite.  This 
consensus  does  seem  consistent  with  the  same  respondents 
four  to  two  position  favoring  no  background  differences. 

This  civilian  group  may  have  been  more  idealistic  than  the 
other  officer  and  civilian  interview  groups. 

In  the  second  set  of  interviews,  all  six  of  the 
civilians  and  all  of  the  five  officers  who  voiced  an  opinion 
indicated  civilians  should  have  more  technical  competence 
than  officers.  However,  the  two  groups  differed  on  how  the 
additional  competence  should  be  applied.  Four  of  five 
civilians  felt  senior  civilian  logisticians  should  be 
competent  in  more  functional  areas.  Three  of  four  officers 
said  civilians  should  have  more  depth  of  competence  in  one 
area  than  the  military.  One  officer  and  one  civilian  said 
both  "more”  and  "deeper.”  Several  officers  seemed  to  want 
civilians  to  have  better  knowledge  of  the  overall  logistics 
system  and  deeper  understanding  of  their  functional  area 
than  they  themselves  had.  They  seemed  to  apply  this  desire 
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in  selecting  the  "deeper  in  one  area"  choice  instead  of  the 
"more  area"  choice.  The  civilians  seemed  to  emphasize  the 
logistics  system  by  selecting  the  "more  areas*  choice.  The 
civilian  consensus  was  the  opposite  of  the  civilian 
consensus  in  the  first  interview.. 

Civilians  and  military  apparently  differed  in  the 
number  of  functional  areas  in  which  the  senior  civilian 
should  have  competence  (Table  51).  The  average  of  the 
civilian  responses  was  2.8  areas  while  the  average  of  the 
officer  responses  was  2.0.  A  review  of  Appendix  G  shows 
that  one  civilian  and  one  officer  each  responded  "two  or 
three."  For  overall  balancing,  one  was  credited  with  a 
"two"  and  one  with  a  "three."  Partly  based  on  the  tone  of 
the  comments,  but  mostly  arbitrarily,  the  civilian  was 
credited  with  the  "three."  Had  this  been  reversed,  the 
averages  would  have  been  2.6  for  civilians  and  2.2  for 
officers.  This  is  an  example  of  the  problems  associated 
with  attempted  statistical  analyses  of  small  sample  sizes. 
The  standard  deviations  were  calculated  for  the  civilian 
responses  and  the  military  responses.  With  the  small  sample 
sizes,  the  deviations  were  large  enough  that  the  0.8 
difference  was  not  significant.  Not  only  did  the  deviations 
extend  past  each  other,  the  deviation  of  the  2.0  average  was 
wider  than  the  difference  from  the  2.8  average.  The  higher 
average  for  civilians  was  consistent  with  their  response 
favoring  competence  in  more  functional  areas. 


I 
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The  significance  of  these  differences  between  civilian 
|  and  military  responses  on  the  breadth  of  civilian  technical 

competence  appears  questionable. 

Professional  Military  Education  (PME).  An 
interesting  difference  between  military  and  civilian 
responses  was  exhibited  in  the  area  of  PME.  The  twelve 
responses  were  equally  divided  between  PME  being  "very," 
j  "moderately,"  and  "slightly"  Important  for  civilians.  This 

can  been  seen  in  Table  50  and  in  the  first  three  rows  of 
Table  23.  The  six  civilians  responded  with  three  for 
"very,"  two  for  "moderately,"  and  one  for  "slightly" 
important.  The  officers'  tally  was  symetrically  opposite 
with  one  for  "very,"  two  for  "moderately,"  and  three  for 
"slightly"  Important.  The  tone  of  some  of  the  comments 
seems  to  indicate  some  of  these  officers  feel  it  is  more 
important  for  all  officers  to  participate  in  PME  than  for 
any  significant  number  of  civilians  to  participate.  This 
tone  was  consistent  with  some  strong  officer  comments  about 
technical  competence,  background  differences,  and 
traditional  splits  of  responsibilities.  For  example,  one 
individual  stated  that  "blue  suiters:  would  handle  combat 
and  PME  was  to  "re-blue"  the  military. 

"Logistician"  Job  Series.  The  question  about  a 
general  logictician  job  series  elicited  an  even  split  of  the 
twelve  responses.  In  an  apparent  dichotomy,  five  of  six 
civilians  favored  such  a  job  series,  while  a  like  proportion 
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of  officers  did  not.  However,  five  civilians  felt  the  Air 
Force  already  had  a  logistician  job  series  in  GS/GM  346, 
Logistics  Management  Specialist.  None  of  the  officers 
mentioned  this  Job  series.  The  researcher's  impression 
during  some  of  those  interviews  was  that  those  officers 
didn/t  know  about  the  job  series.  Civilian  job  series  may 
be  one  of  the  areas  the  officers  are  not  often  concerned 
with,  as  they  each  let  their  civilian  deputies  handle  the 
civil ian  detal Is. 

This  question  about  a  logistician  job  series  followed 
one  which  asked  if  every  job  series  should  offer  development 
up  into  the  SES  ranks.  The  response  to  that  was  an  eleven 
to  one  "no,"  with  the  officers  responding  a  unanimous  "no." 
The  logistician  job  series  question  may  have  seemed  like  the 
same  question  repeated,  especially  to  those  who  may  not  be 
frequently  involved  with  civilian  job  series.  Without 
additional  information,  this  split  between  civilian  and 
military  responses  cannot  be  discounted  or  accepted  as 
significant . 

Delphi  Questionnaire 

The  Delphi  questionnaire  will  be  the  key  Instrument  to 
elicit  the  consensus  necessary  to  develop  the  descriptive 
model  of  the  senior  civilian  logistician.  It  should  address 
each  factor  that  the  two  sets  of  interviews  have  found  to  be 
important  and  any  factor  whose  importance  was  not 
determined,  or  whose  effect  was  not  clear.  One  possible 
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exception  would  be  for  those  factors  whose  importance  and 
effect  were  clearly  established  in  the  interviews. 

The  first  set  of  Interviews  clearly  supported  the 
applicability  of  the  AFIT  Model  of  the  senior  military 
logistician  to  senior  civilian  logisticians,  down  to  the 
category  level,  and  with  different  weightings  possible. 

This  applicability  also  established  the  applicability  of  the 
questions  used  by  Captains  Overbey  and  Zavada  in  gathering 
inputs  for  the  model.  Several  of  the  questions  from 
Overbey's  interview  schedule  were  used  in  the  second  set  of 
interviews  in  this  research.  Many  of  the  questions  in  his 
Delphi  questionnaire  will  be  appropriate  in  the  Delphi  phase 
of  this  research. 

Appendix  J  is  the  draft  Delphi  questionnaire 
recommended  for  the  next  step  of  this  effort.  Every 
question  in  Capt  Overbey's  questionnaire  was  reviewed  for 
inclusion  in  this  draft  Instrument.  Several  were  not 
applicable  because  they  addressed  Issues  such  as  command 
positions  and  experience.  Others,  such  as  having  a 
bachelors  degree,  were  felt  to  have  been  clearly  determined 
in  the  interviews.  Additional  questions  were  developed  to 
address  other  topics  not  resolved  during  the  interviews. 

The  topics  in  the  questionnaire  are:  Academic  Education, 
PME,  Experience,  Technical  Competence,  Career  Development, 
Mobility,  and  Qualities  and  Characteristics. 
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Increasing  attention  has  been  focused  on  how  the 
Department  of  Defense  and  the  Air  Force  manage  their 
resources  to  support  their  mission  of  deterring  war  through 
strength  and  being  able  to  win  war  if  it  strikes. 

Logistics,  the  aspects  of  supporting  all  operations  that 
constitute  the  mission  Just  stated,  use  over  half  of  those 
resources.  'Hie  senior  logisticians  must  be  the  best  leaders 
and  managers  possible  to  stretch  the  resources  to  meet  the 
mission  needs.  Several  officials  have  claimed  that  both 
civilian  and  military  senior  logisticians  as  a  group  have 
shortcomings  in  managing  the  logistics  system.  Sufficient 
data  do  not  exist  to  define  what  the  senior  civilian 
logistician  should  be  like,  or  to  guide  the  development  of 
more  capable  successors,  or  even  to  be  sure  the  shortcomings 
are  real . 

The  intent  of  this  research  was  to  develop  a 
descriptive  model  of  the  essentia!  qualities, 
characteristics,  and  background  of  the  senior  civilian 
logistician.  Once  the  various  segments  of  this  model  were 
weighted,  the  model  could  be  used  to  evaluate  existing 
logisticians.  This  normative  model  was  to  have  been 
developed  through  six  phases  Stmaarited  as*  literature 
review,  interviews  on  applicability  of  a  military  model  to 
civilians, Interviews  on  basic  concepts  for  civilians,  a 
Delphi  survey,  model  definition,  and  model  weighting.  Time 


limit  Iona  truncated  the  effort  after  the  second  set  of 
interviews.  The  products  of  this  research  were  the  results 
of  two  sets  of  interviews  and  a  draft  questionnaire  for  the 
Delphi  survey. 

This  research  laid  important  foundations  for  developing 
the  normative  model  for  senior  civilian  logisticians.  The 
areas  needing  the  most  additional  research  were  identified. 
The  specific  results  gained  through  this  research  are 
summarized  below. 

A  descriptive  model  of  the  ideal  senior  military 
logistician,  and  particularly  the  AFIT  Model  of  the 
essential  qualities,  characteristics,  and  background  of  the 
person,  can  be  applied  to  senior  civilian  logisticians.  The 
AFIT  Model  can  be  applied  to  the  level  of  its  eight 
categories  and  many  of  the  subordinate  elements  of  those 
categories  should  also  apply.  The  model  for  senior 
civilians,  when  completed,  will  probably  have  different 
weights  for  the  components  and  may  have  some  different 
elements  or  categories,  but  the  civilian  model  will  quite 
likely  be  very  similar  to  the  AFIT  Military  Model. 

The  special  characteristics  and  qualities  of  the 
successful  senior  civilian  logistician  need  more 
verification  in  follow-on  research.  The  nine  leading 
candidates  at  the  completion  of  this  research  are,  in 
descending  order:  integrity,  manager,  leader,  communicator , 
visionary/forward  looking,  mul tifunctlonal/mul tidiscipi ined. 
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Initiative,  dedicated,  and  cannon  sense.  These  qualities 
were  selected  by  at  least  half  of  the  officials  interviewed. 

The  educational  background  of  the  senior  civilian 
logistician  should  be  a  bachelors  and  a  masters  degree.  No 
degree  is  presently  required  in  most  logistics  job  series. 
There  were  comments  that  neither  degree  should  be  a  firm 
requirement  but  the  consensus  was  that  both  degrees  are 
highly  advisable. 

The  experience  background  of  the  senior  civilian 
logistician  should  be  varied  across  two  or  more  logistics 
disciplines  and  at  least  two  logistics  functional  areas. 

The  senior  civilian  should  have  extensive  management  and 
supervisory  experience  at  several  levels  of  grade  and 
organization  echelons,  including,  at  some  point,  managing 
people  and  expensive  resources.  Functional  and  geographic 
mobility  are  recognized  as  an  excellent  method  to  broaden 
the  experience  base  of  senior  civilians.  There  should  be 
some  practical  limits  in  the  requirements  for  mobility. 

There  are  several  career  development  plans  and  opportunities 
available  which  appear  beneficial  to  the  Air  Force  and  the 
employees.  The  Logistics  Civilian  Career  Enhancement 
Program  (LCCEP)  is  the  best  known  of  these  programs.  The 
aspiring  logistician  should  actively  plan  and  pursue  his  or 
her  development. 

Senior  military  and  civilian  logisticians  have 
different  responaibi l ltles.  These  differences  are  most 
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apparent  in  the  ramifications  of  the  very  prevalent  military 
director  and  civilian  deputy  relationship.  The  military 
also  have  command,  combat,  and  operational  responsibilities 
not  given  to  the  civilians.  A  consistent  majority  of 
respondents  felt  that  there  should  also  be  differences  in 
the  background  of  the  civilian  and  military  logisticians. 

The  military  logistician  will  bring  the  operations  and  use 
perspective  to  the  position.  The  senior  civilian  should 
complement  the  military  officer  with  greater  technical 
competence,  corporate  memory,  and  continuity.  The  relative 
Importance  of  different  aspects  of  a  model  for  senior 
civilian  logisticians  will  be  determined  through  definition 
and  weight  of  the  model.  Until  that  effort  is  completed, 
the  previous  parts  of  this  summary  are  a  good  approximation 
of  this  important  aspect. 

There  were  several  differences  in  the  group  opinions  of 
the  civilians  and  officers  interviewed.  These  differences 
were  in  the  appropriateness  of  background  differences  of 
military  and  civilians,  the  application  of  greater  civilian 
technical  competence  across  function  areas  or  in  the  area 
employed,  the  importance  of  PME  for  civilians,  and  the 
benefits  of  a  logistician  job  series.  None  of  these 
differences  were  extreme,  nor  did  they  appear  to  be 
significant. 

The  areas  where  civilian  and  military  opinion  differed 
need  further  resolution  before  the  civilian  model  can  be 
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defined.  Each  of  the  topics  In  the  draft  Delphi 
questionnaire  needs  more  Information  to  support  development 
of  the  model  for  senior  civilian  logisticians. 

Recommendations 

Many  good  comments  and  ideas  are  brought  to  the 
attention  of  a  researcher  during  an  effort  like  this 
research.  Seme  are  heard  only  once  and  others  are  more 
common.  Several  are  supported  by  a  majority  of  opinions  or 
other  evidence;  many  are  not.  Those  ideas  and  thoughts  that 
stand  above  the  rest  are  recommended  for  further  attention. 

1.  Development  of  a  normative  model  for  the  essential 
qualities,  characteristics  and  background  of  a  senior 
civilian  logistician  should  be  completed.  A  review  of  this 
research  and  the  efforts  that  developed  and  weighted  the 
AFIT  Model  for  the  senior  military  logistician  should  be  the 
first  step.  The  Delphi  survey  should  be  the  second  step. 

The  draft  Delphi  questionnaire  produced  by  this  research  is 
available  for  refinement  or  use. 

2.  The  definition  of  the  model  for  senior  civilians 
should  be  sufficiently  open  through  the  Delphi  survey  and 
its  assessment  that  the' model  can  be  different  from  the  AFIT 
Military  Model  as  the  research  so  directs.  In  that  vein,  a 
category  named  academic  education  should  be  considered  for 
the  education  and  training  dimension,  and  a  category  named 
general  skills  should  be  considered  for  the  professional 
attributes  dimension. 
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3.  The  Air  Force  should  continue  and  extend  programs, 
such  as  LCCEP  and  ALC  civilian  broaden i ng  programs ,  which 
identify  exceptional  logistics  employees  and  groom  them  for 
greater  responsibilities.  The  programs  should  allow  for 
periodic  entry  and  exit,  based  on  performance,  so  the  best 
development  opportunities  are  available  to  the  best 
candidates,  even  as  employees'  abilities  and  attitudes 
change.  These  programs  should  be  neither  a  long  term 
assurance  of  reaching  GM-15  or  SES  rank,  nor  a  barrier  to 
good  personnel  getting  good  jobs. 


Appendix  A:  Preteat  Interview  Schedule 
CIVILIAN  -  MILITARY  INTERVIEW  SCHEDULE 

Respondent _  Date  of  Interview _ 

Time  of  Interview _ 


Interview  Checklist 

(1)  Introduce  myself:  I  am  Don  Nancarrow,  a  civilian  in 
the  AFALC  at  WPAFB.  Right  now  I  am  in  the  GradLog  Program 
at  AFIT/LS  for  LTFT  training.  My  thesis  is  to  develop  a 
normative  model,  a  categorized  description,  of  the  essential 
qualities,  background,  and  characteristics  of  senior 
civilian  logisticians.  I  may  very  well  never  be  in  that 
group  but  defining  the  model  is  important, 

(2)  Explain  purpose  of  the  research:  Interest  and  opinions 
continue  about  the  adequacy  of  Air  Force  senior 
logisticians,  both  military  and  civilians.  My  research  can 
help  define  what  senior  civilian  logisticians  should  be. 

(3)  Explain  purpose  of  Interview:  Differences,  or  lack 
thereof,  between  civilian  and  military  senior  logisticians 
will  determine  much  of  the  course  of  the  research. 

(4)  Explain  importance  of  respondents'  participation:  The 
expert  judgment  of  senior  logisticians,  like  you,  familiar 
with  the  roles  of  both  civilian  and  military  logisticians, 
is  necessary  to  determine  if  there  are  differences. 

(5)  Request  responsiveness,  explain  non-attribution:  There 
are  no  right  or  wrong  answers  for  my  questions.  I  need  your 
open  and  honest  opinions  to  accurately  determine  this  issue. 
Your  responses  will  be  merged  with  many  others  for  an 
overall  picture.  You  will  not  be  tied  to  your  responses  in 
the  thesis.  I  do  plan  to  list  all  interviews  in  my 
bibliography.  Do  you  agree  for  this  interview? 

(6)  Explain  format  and  term  "senior  logistician":  I  am 
considering  senior  logisticians  to  be  Senior  Executive 
Service  (SES)  and  GM/GS-15  and  higher  civilians  and  colonels 
and  general  officers.  I  will  ask  36  questions  in  eight 
groups.  18  questions  will  be  quick  YES-NO  type,  followed  by 
one  or  more  comment  type  questions.  I  wi 1 1  note  your 
responses  and  I  may  read  my  notes  back  to  be  sure  I 
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accurately  captured  your  intent.  I  estimate  this  interview 
will  take  about  45  minutes  more. 


TOPIC  1  RESPONSIBILITIES 

Are  there  differences  in  the  responsibilities  and  duties  of 
civilian  and  military  logisticians  at  the  senior  levels? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


If  so,  what  are  they? 
EXPLANATION  _ 


If  so,  are  they  significant? 
EXPLANATION  _ 


TOPIC  2  BACKGROUND 


Should  there  be  any  differences  In  the  essential  background 
and  characteristics  of  civilian  and  military  senior 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


If  so,  what  are  they? 
EXPLANATION  _ 


If  so,  are  they  significant? 
EXPLANATION  _ 


TOPIC  3  GENERAL  MILITARY  MODEL  APPLICABILITY 


Should  a  normative  model  for  the  qualities,  background,  and 
characteristics  of  senior  military  logisticians  be 
applicable,  in  general,  for  senior  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


TOPIC  4  MODEL  TOP  CATEGORIES  APPLICABILITY 

If  a  military  model  had  three  top  categories  of  experience, 
education  and  training,  and  professional  attributes,  would 
these  categories  be  applicable  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Would  each  these  categories  be  as  applicable  to  civilians  as 
to  mi  1 itary? 

YES  _  NO  _  NO  RESPONSE  _ 


TOPIC  5  MODEL  CATEGORIES  APPLICABILITY 


I  would  like  to  address  the  applicability  of  eight,  more 
detailed,  prospective  model  categories. 

Should  a  category  of  "Logistics  Assignments,"  assignments  in 
one  or  more  logistics  functions,  including  contracting,  be 
applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  of  "Advanced  Positions,"  managerial  or 
command  assignments  in,  or  not  in,  logistics  functions,  be 
applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  of  "Advanced  Degree(s)"  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  of  "Professional  Continuing  Education 
(PCE)"  be  applicable,  or  equally  applicable,  to  senior 
civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  of  "Professional  Military  Education  <PME>" 
be  applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 


Why,  or  why  not? 


Should  a  category  of  "Professional  Involvement,"  in 
conferences  or  organizations  like  SOLE,  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ _ _ 


Should  a  category  of  "Technical  Competence"  be  applicable, 
or  equally  applicable,  to  senior  civilian  logisticians? 


YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ _ _ 


Should  a  category  of  "Personal  Qualities  and 
Characteristics,"  such  as  leadership  or  flexibility  be 
applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 
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TOPIC  6  MODEL  LOWER  CATEGORIES  APPLICABILITY 


Would  subdivisions  of  the  above  eight  categories  of  a  model 
for  senior  military  logisticians  be  likily  to  be  applicable, 
or  equally  applicable,  to  senior  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


i  - • - 

I 

i 

TOPIC  7  ADDITIONAL  COMMENTS 

Do  you  have  any  other  thoughts  on  the  topic  of  comparability 
of  senior  military  and  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

f 

If  so,  what  are  they? 

EXPLANATION  ■ _ _ _ 


TOPIC  8  CONTINUING  PARTICIPATION 

Would  you  be  interested  in  participating  in  one  or  more 
later  phases  of  this  research? 

YES  _  NO  _  NO  RESPONSE  _ 


Would  you  care  to  provide  me  with  names  of  other  experts  you 
feel  would  be  good  contributors  to  this  research? 

YES  _  NO  _  NO  RESPONSE  _ 


Would  you  like  to  receive  an  executive  summary  of  this 
research? 

YES  _  NO  _  NO  RESPONSE  _ 


Thank  you  very  much  for  all  your  time,  and  thank  you 
especially  for  this  valuable  information. 
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Appendix  B 


CIVILIAN  -  MILITARY  INTERVIEW  SCHEDULE 

1 

j 

I 

Respondent _  Date  of  Interview _  j 

Office,  Grade _  Time  of  Interview _ 


Interview  Checklist 

(1)  Introduce  myself  and  thesis:  I  am  Don  Nancarrow,  a  civilian  in  the 
AFALC  at  WPAFB.  Right  now  I  am  in  the  GradLog  Program  at  AFIT/LS  for 
LTFT  training.  Hy  thesis  is  to  develop  a  general,  theoretical  model,  a 
categorized  description,  of  the  essential  qualities,  background,  and 
characteristics  of  senior  civilian  logisticians.  Please  picture  a  sheet 
of  paper  with  some  number  of  boxes,  with  whatever  appropriate  labels, 
scattered  around  and  all  connected  to  the  center.  I  am  considering 
senior  logisticians  to  be  Senior  Executive  Service  (SES)  and  GM/GS-15 
and  hiflfier  civilians  and  colonels  and  general  officers.  I  may  very  well 
never  be  in  that  group  but  defining  the  model  is  important. 

(2)  Explain  purpose  of  the  research:  There  continues  to  be  much 
interest  in  developing  better  Air  Force  senior  logisticians,  both 
military  and  civilians.  My  research  can  help  define  what  senior 
civilian  logisticians  should  be. 

(3)  Explain  purpose  of  Interview:  Differences,  or  lack  thereof, 
between  civilian  and  military  senior  logisticians  will  determine  much  of 
the  course  of  the  research. 

(4)  Explain  importance  of  respondents'  participation:  The  expert 
judgment  of  senior  logisticians,  like  you,  familiar  with  the  roles  of 
both  civilian  and  military  logisticians,  is  necessary  to  determine  if 
there  are  differences. 

(5)  Request  responsiveness,  explain  non-attribution:  There  are  no 

right  or  wrong  answers  for  my  questions.  I  need  your  open  and  honest 
opinions  to  accurately  determine  this  Issue.  Your  responses  will  be 
merged  with  many  others  for  an  overall  picture.  You  will  not  be  tied  to 
your  responses  in  the  thesis.  I  do  plan  to  list  all  interviews  in  my 
bibliography.  Do  you  agree  for  this  interview?  (YES  or  HO) _ 

(6)  Explain  format:  I  will  ask  38  questions  in  nine  groups.  19 
questions  will  be  quick  YES-NO  type,  most  of  them  followed  by  one  or 
more  comment  type  questions.  I  will  note  your  responses  and  I  may  read 
my  notes  back  to  be  sure  I  accurately  captured  your  intent.  Pretests 
indicate  this  interview  will  take  about  30  minutes  more. 


TOPIC  1  RESPONSIBILITIES 


Are  there  differences  in  the  responsibilities  and  duties  of 
civilian  and  military  logisticians  at  the  senior  levels? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ _ _ 


If  so,  what  are  they? 
EXPLANATION  _ 


If  so,  are  they  significant? 
EXPLANATION  _ 


TOPIC  2  BACKGROUND 


Should  there  be  any  differences  in  the  essential  background 
and  characteristics  of  civilian  and  military  senior 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


If  so,  what  are  they? 
EXPLANATION  _ 


If  so,  are  they  significant? 
EXPLANATION  _ 


TOPIC  3  GENERAL  MILITARY  MODEL  APPLICABILITY 

Without  worrying  right  now  about  the  names  of  any 
categories,  should  a  model  for  the  qualities,  background, 
and  characteristics  of  senior  military  logisticians  be 
applicable,  in  general,  for  senior  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 


TOPIC  4  MODEL  TOP  CATEGORIES  APPLICABILITY 

If  a  military  model  had  three  top  categories  of  experience, 
education  and  training,  and  professional  attributes,  would 
these  categories  be  applicable  to  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

Would  each  these  categories  be  as  applicable  to  civilians  as 
to  mill tary? 

YES  _ _  NO  _  NO  RESPONSE  _ 

Why,  or  why  not? 

EXPLANATION  _ 
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TOPIC  5  MODEL  CATEGORIES  APPLICABILITY 


I  would  like  to  next  address  the  applicability  of  elgfrt, 
more  detailed,  prospective  military  model  categories. 

Should  a  category  of  “Logistics  Assignments,*  assignments  in 
one  or  more  logistics  functions,  be  applicable,  or  equally 
applicable,  to  senior  civilian  logisticians? 

YESC apply) _  YESC-) _  NOC-) _  NO(apply) _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  for  "Advanced  Positions"  or  "Types  of 
Positions,"  such  as  staff  positions  or  director/commander/- 
manager  assignments,  be  applicable,  or  equally  applicable, 
to  senior  civilian  logisticians? 

YES<  app  1  y  ) _  YES<») _  N0<-> _  N0<  apply) _ 

Why,  or  why  not? 

EXPLANATION  _ 


1 

I 


Should  a  category  of  "Advanced  Degree? s>"  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 


YES(apply) _ 

Why,  or  why  not? 


EXPLANATION 


YES<  =  ). 


N0<  =  >_ 


NOC  apply). 


Should  a  category  of  "Professional  Military  Education  CPME>" 
be  applicable,  or  equally  applicable,  to  senior  civilian 
logisticians? 


YESC apply) _ 

Why,  or  why  not? 
EXPLANATION  _ 


YESC-) 


NOC») 


NOCappl  y  >. 


Should  a  category  of  "Professional  Continuing  Education 
CPCE),"  like  AFIT  short  courses,  be  applicable,  or  equally 
applicable,  to  senior  civilian  logisticians? 


YES( apply) _ 

Why,  or  why  not? 
EXPLANATION  _ 


YES<«>. 


NOC-). 


NOC  apply). 
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Should  a  category  of  "Professional  Involvement,"  in 
conferences  or  organizations  like  SOLE,  be  applicable,  or 
equally  applicable,  to  senior  civilian  logisticians? 

YES<  apply) _  YES<=) _  N0<») _  N0<  apply) _ 

Why,  or  why  not? 

EXPLANATION  _ 


Should  a  category  of  "Technical  Competence"  be  applicable, 
or  equally  applicable,  to  senior  civilian  logisticians? 

YES<  apply) _  YES<») _  N0<») _  N0<  apply) _ 

Why,  or  why  not? 

EXPLANATION  _ _ 


Should  a  category  of  "Personal  Qualities  and 
Characteristics,”  such  as  leadership,  initiative,  mobility, 
integrity,  etc.,  be  applicable,  or  equally  applicable,  to 
senior  civilian  logisticians? 

YES(  apply) _  YES<-) _  N0<») _  NOC  apply) _ 


Why,  or  why  not? 
EXPLANATION  _ 


TOPIC  6  MODEL  LOWER  CATEGORIES  APPLICABILITY 


Would  subdivisions  of  the  above  eight  categories  of  a  model 
for  senior  military  logisticians  be  likely  to  be  applicable, 
or  equally  applicable,  to  senior  civilian  logisticians? 

YES<  apply) _  YES(-) _  N0<-> _  NO(apply) _ 

Why,  or  why  not? 

EXPLANATION  _ 


TOPIC  7  ADDITIONAL  COMMENTS 

Do  you  have  any  other  thoughts  on  the  topic  of  comparability 
of  senior  military  and  civilian  logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

If  so,  what  are  they? 

EXPLANATION  _ 


TOPIC  8  ADDITIONAL  CATEGORIES  OR  ATTRIBUTES 

Do  you  recommend  any  other  model  categories  or  personal 
characteristics  elements  for  a  model  for  senior  civilian 
logisticians? 

YES  _  NO  _  NO  RESPONSE  _ 

If  so,  what  are  they? 

EXPLANATION  _ 


TOPIC  9  CONTINUING  PARTICIPATION 

Would  you  be  Interested  in  participating  in  one  or  more 
later  phases  of  this  research? 

YES  _  NO  _  NO  RESPONSE  _ 


Can  you  provide  me  any  names  of  other  experts  you  feel  would 
be  good  contributors  to  this  research? 

YES  _  NO  _  NO  RESPONSE  _ 


Would  you  like  to  receive  an  executive  summary  of  this 
research? 

YES  _  NO  _  NO  RESPONSE  _ 


Thank  you  very  much  for  all  your  time,  and  thank  you 
especially  for  this  valuable  information. 
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Appendix  D.  Pretest  Concepts  Interview  Schedule 


TO: 


FACE-TO-FACE 

FOR  INTERVIEW 

TELEPHONE 

With  AFIT  STUDENT  DON  NANCARROW 


SCHEDULED  FOR: 
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I 

INTRODUCTION  AND  REFERENCE  INFORMATION 

FOR 

THESES  INTERVIEWS  ON  CONCEPTS 


1.  I  an  Don  Nancarrow,  a  civilian  in  the  AFALC  at  WPAFB.  Right 
now.  I  am  in  Long  Term  Full  Time  (LTFT)  training  in  the  Graduate 
Logistics  Program  at  AFIT/LS. 

2.  There  continues  to  be  much  interest  in  developing  better  Air 
Force  senior  logisticians,  both  military  and  civilians.  My  thesis  is  to 
develop  a  general,  descriptive  model  of  the  essential  qualities, 
background,  and  characteristics  of  senior  civilian  logisticians.  My 
research  can  help  define  what  senior  civilian  logisticians  should  be. 

To  picture  this  model,  think  of  a  sheet  of  paper  with  some  number  of 
boxes,  with  whatever  appropriate  labels,  scattered  around  and  all 
connected  to  the  center. 

3.  This  is  the  second  set  of  interviews  in  my  research.  The  first 
set  of  interviews  and  review  of  relevant  literature  have  formed  a  basis 
for  the  model,  but  have  also  identified  several  additional  questions. 
Analysis  of  this  set  of  answers  will  be  used  to  develop  a  final 
questionnaire  that  will  be  used  to  construct  the  model. 

4.  The  expert  judgment  of  senior  logisticians,  like  you,  is 
necessary  to  form  a  strong  foundation  for  the  model  and  to  determine  the 
thrust  of  the  final  set  of  questions.  There  are  no  right  or  wrong 
answers  for  my  questions.  I  am  Interested  in  your  open  and  honest 
opinions.  Your  responses  will  be  merged  with  others  to  form  an  overall 
picture.  You  will  ngl  be  identified  with  your  responses  in  the  thesis. 

I  do  plan  to  list  all  interviews  in  my  bibliography,  except  for  any 
interviewee  who  desires  to  remain  anonymous. 

5.  I  will  ask  60  questions  in  ten  groups.  Half  of  the  questions 
will  be  quick  YES-NO  or  choice  type,  many  of  them  followed  by  one  or 
more  comment  type  questions.  I  will  note  your  responses  and  I  may  read 
my  notes  back  to  be  sure  I  accurately  captured  your  Intent.  Pretests 
indicate  this  Interview  should  take  about  30  minutes  sore. 

6.  Several  definitions  are  necessary  to  set  the  stage. 

a.  Military  Logistics:  A  full,  integrated  system  of 
processes  which  must  be  used  to  support  the  military  operations  of  an 
organization,  including  combat.  Although  recent  logistics  doctrine 
changes  suggest  this  Includes  all  areas  which  support  combat  such  as 
hospital,  food,  and  personnel  services,  logistics  traditionally 
encompasses  the  disciplines  and  functional  areas  listed  below. 
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^Rd-aisc  98a 

UNCLASSIFIED 


AN  INVESTIGATION  OF  THE  ESSENTIAL  QUALITIES  VI 

CHARACTER  1ST  ICS  AND  BACK6R0UN  CU )  AIR  FORCE  INST  OF 
TECH  HRIGHT-PATTERSON  AFB  OH  SCHOOL  OF  SVST 
D  N  NANCARROU  SEP  87  AF I T/GLM/LSH/875-49  F/G  15/3  NN 


b 

aotlvitioo. 

m.  Dm 


Log* at  loo  Biooipl  iaoot  Raj  or  groupo  of  rolatod  log lot  loo 
alt  of  uhiok  iovolveo  Wf  of  tbo  I  notation  functional 
ia  diootpiiaoo  ami 


•Hall  Ubolodalo 

topitUiai  Oabit 

International 


o.  Lagiotiao  DuMtinoal  Arooo<  Dm  different  typM  of 
aetieno  and  onportloe  needed  to  carry  oat  the  full  opoetnm  at  oi I itary 
logietiee  aoO  ltd  dioeipl  imo.  Dm  Hot  to  oubjeot  to  Judpnont  and 
vary l o«  am baneo.  for  Um  purpoooo  of  tklo  theoie,  the  fol loving  arena 


inoludbdt 

tegpiy 

fyoton.  I  ton.  or  Pro 

wm 

, - 

Tranoportat  ton 

Bngiaoor ing 

Paint on anno 

Logiotioo  Planning 

Dr  wuriot 

0.  Laglet  ieiani  km  individual  Mmob  profoootoa  or  social ty 
to  perturbing  ooo  or  dare  of  Um  pride  MaagMMt  fuactiooo  (planning. 
argon i»iag.  ooorOtnat log.  01  root  lag.  and  control  I ing)  in  a  log lot  lea 
diootpl ino  or  functional  aroa  or  to  reapeneible  for  onourtng  logiotico 
preeeoaee  am  eodpleted  in  OMpgort  of  an  organ  i  tat  ion"  a  aotlvitioo. 

o.  Son  tor  Logtottoianoi  Civil  two  at  D^M-18  and  hl#»er. 

inoiudiag  footer  tenant Jve  flbrvtee  (Ml),  and  oolonolo  and  graoral 
off  loom,  owing  no  logiotioiano. 

f.  Qua  i  it  loot  Traito  or  progortioo  that  dructiU;  an 

individual  and  help  diottegvlte  hid  or  bar  frog  other  lndlvldualo. 

g.  Qua!  it  too  for  ouoooooi  Traito  and  proportion  poooaooad  by 
poroono  aeool Pored  ouoooooful  and  fragnotly  judged  to  bo  roaoono  for 
that  ouoooon.  Coalition  for  ouoooooful  logiotioiano  ouggootod  by 

1 1 toraturo  and  tbio  roooarob  inoludot 


ioator 


tel  ttdioeipl  teed 

Initiative 


Vtoionary/Pamord  look 
Planning  ability 
Analytical  teehaigeeo 


lag 

o  vl 


Intogrlty 

Qadioatod 

Can  *got '  tkTngo 

Qrootivo 

PtOKtblO 


1 1 torato 


l  at 


t 


7.  I 


iato 


koip  on  tkio  roooarob .  thank  you 


PRSLININANY  QUESTIONS 

a.  Sir,  did  you  receive  the  Introductory  reference  shoot  I  oont? 
(II  not,  rood  It  oil  or  rooehodulo  tho  interview.) 

b.  Did  you  hav*  o  ehoneo  to  rood  it? 

(II  not,  suggest  ho  rood  it  now.) 

e.  Do  you  hav*  ony  questions  about  tho  roloronco  lnforaation? 


d.  Sir,  I  think  it  aiflht  bo  uaolul  lotor  on  i I  you  koop  tho  socond 
p«0»  handy  during  tho  interview. 


TOPIC  1:  ACADEMIC  EDUCATION 

Hi0wr  education  is  not  presently  required  lor  aany  civilian  job 
series  prevalent  in  Air  Force  logistics  lunctional  areas. 

a.  *"|IH  a  senior  civilian  logistician  have  a  bachelors  degree? 

YES _  NO _  NO  OPINION _ 


WRY? 


ing  this 


b.  Are  there  any  civilian  grad*  levels  at  which  pose* as 
dtgree  Is  particularly  beneficial? 

YES _  LEVEL'S )  _  HO _ 

c.  Should  a  senior  civilian  logistician  have  an  advanced  degree? 

YES _  NO _  NO  OPINION _ 

WHY?  _ 


d.  Are  there  any  civilian  grade  levels  at  which  possessing  this 
degree  is  particularly  beneficial? 

YES _  LEVEL'S)  _  NO _ 


TOPIC  2:  PROFESSIONAL  MILITARY  EDUCATION  (PHE) 

Several  senior  officials  believe  that  PHE  is  appropriate  for  the 
background  of  senior  civilian  logiticians.  Several  reasons  have  been 
suggested.  (1)  Senior  civilians  should  appreciate  the  implications  and 
requlrwents  of  war  and  since  they  suet  work  and  communicate  with  senior 
military  logisticians  they  should  have  some  common  education.  (2)  It  is 
important  for  logistics  organizations  and  their  civilian  leadership  to 
understand  the  operational  requirements  they  are  supporting.  This 
understanding  could  be  enhanced  by  resident  participation  in  PHE  at  all 
levels,  but  resident  PM  opportunities  are  limited  for  civilians.  (3) 
Each  PHE  level  has  a  distinct  emphasis  that  could  benefit  our  career 
civilians.  Squadron  Officer's  School  (90S)  teaches  leadership  along 
with  problem  solving  and  communication.  Intermediate  Service  Schools 
(ISS)  emphasise  staff  work,  and  Senior  Service  Schools  CSSS)  stress 
strategy  and  policy.  As  you  may  suspect,  not  all  senior  officials  agree 
with  the  above  statements. 

a.  How  Important  is  PHE  to  the  professional  development  of  a 
senior  civilian  logistician? 
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b.  Which  of  the  following  points  along  a  on*  to  five  oealo  boot 
susaarlses  your  opinion  about  oonior  civilian  logiot iciano  coop toting 
PNB? 


1  2  3 

DEFINITELY  NICE,  IF  NOT  A 
NOT  HANDY  FACTOR 


4 

SHOULD 

ENROLL 


5 

FIRM 

RQHT 


TOPIC  3>  EXPERIENCE  BY  POSITION 

"Ccooand*  opportunitlao  art  extremely  rare  for  civilians  and 
'director"  civilians  art  tht  exception.  This  scarcity  applies  both  to 
txptritnct  civilians  can  gain  and  to  positions  they  cart  to  strive  and 
prepare  for.  Office  chief  positions  (division,  branch,  section,  group) 
vary  relative,  to  nunber  of  letters  in  the  office  syntool,  nuober  of 
subordinates  supervised,  and  dollar  value  of  responsibility  as  one 
changes  cosmand  levels  (USAF,  NAJCOH,  ALC)  or  coswands  (AFLC,  AF9C). 

a.  What  leadership,  ssnageswnt ,  and  supervisory  expert-  ence 
should  a  senior  civilian  logistician  be  expected  to  have? 


b.  What  staff  experiences  should  a  senior  civilian  logistician  be 
expected  to  have? 

COMMENTS 


c.  Should  the  above  sanager la I/leadership,  supervisory,  or  staff 
experiences  for  the  senior  civilian  logistician  be  in  a  logistics 
discipline  or  functional  area? 

YES _  NO _  NO  OPINION _ 
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d.  In  how  m my  logistics  disc ip I  loos  should  tho  senior  el  vi  I  inn 
logistician  have  experience?  You  Bight  wont  to  rofor  to  tho  first  list 
noar  tho  tog,  on  tho  reference  sheet. 

on _  two _  mi _  row _ 


WHY? 


TOPIC  4*  TBCWIGM.  GOMPfTWCK 

Several  senior  logiotieo  officials  fool  senior  logisticians,  both 
civilian  and  Billtary,  should  havo  oom  dsgroo  of  toehnlcal  caopotonco 
in  logiotieo. 

a.  What  dose  toehnlcal  eeopotoneo  aoan  to  you? 


b.  Pitas*  dsflno  technical  ccapetenc#  as  it  relates  to  logistics 
and  tho  logistics  functional  areas  liotod  noar  tho  Biddle  of  tho 
indroductory  roforonco  shoot. 


c.  In  how  aany  functional  areas  should  tho  senior  civilian 
logistician  bo  technically  caopotont? 


TWO  THRIE_  TOUR _  PIVE _ 


TOPIC  Si  OMLITia  MB  CMMCntlSriCS 


No— arch  hee  eug-oled  Uurt  be  identifiable  gual  itl—  and 
character let lee  which  dletinguieh  ouoco— ful  civil  1m  loglet (clone  fr« 
uneuoooeeful  anew. 

a.  Do  you  nr—  with  this  —Ml— ? 


HO  OPINION 


b.  PI—  roior  to  t ho  1  lot  of  pro— vet  1  vo  quel  it  lee  —or  the 
bott—  of  tho  referee—  — — t.  Milch  quo  I  it  loo  or  chor  actor  lot  ico  do 
you  think  aro  re 1 event/ iepor tent  for  oueeoooful  oonlor  civilian 
loglettelane?  (no  Halt) 


Nano— r _ 

Loader 

Intelligent  _ 

Thinker  _ 

Goeeunieator _ 

Nul tldloelp! lned  _ 

Initiative  _ 

Vlolonary  _ 

Planning  ability  _ 
Analytical  tochnlguon 
Preble*-— lvlng/Syetoi 


Integrity  _ 

Dedicated _ 

Job  know  led— _ 

Can  •— t  thin—  done*  _ 

Creative  _ 

Flexible  _ 

Canon  non— _ 

Ca—uter  literate _ 

Can  *— t  along*  ... 

_  Onderetande  federal  bud— t 
viewpoint  _  _ 


c.  Do  you  reoonend  — y  other  pergonal  gualltleo  for  a  —del  for 
— nlor  civilian  logleticiane? 

YES _  NO _  NO  OPINION _ 

If  eo,  what  are  they? 
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d.  Mobility  is  Mandatory  for  Military  parson  ft*  1  but  is  mot* 
optional  for  civilians.  Should  a  senior  civilian's  history  on  Mobility 
bs  a  factor  in  selection  for  and  perfonaanee  of  senior  logistician 
duties? 

YSS _  NO _  NO  OPINION _ 


WHY? 


e.  Should  a  senior  civilian's  Mobility  history  be  considered  a 
personal  quality  or  part  of  his/her  experience? 

QUALITY _  EXPERIENCE _  NO  OPINION _ 

WHY?  _ 


f.  Should  a  senior  civilian's  present  attitude  toward  moving  be  a 
factor  in  selection  for  and  perfonaanee  of  senior  logistician  duties? 

YES _  NO _  NO  OPINION  _ _ 

WHY? _ 


TOPIC  6:  CAREER  DEVELOPMENT  AND  BROADENING 

The  Military  logistics  disciplines  and  functional  areas  listed  in 
the  introductory  reference  sheet  cut  across  each  other  in  matrix  style. 
Some  civilian  job  series  align  with  the  functional  areas  while  others 
cut  across  functional  areas  and  disciplines.  Some  Job  series  continue 
up  to  the  GS/GM-15  and  Senior  Executive  Service  <SES>  ranks  while  others 
stop  at  lower  grades. 
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a.  Should  every  logistics  job  series  offer  full  career  development 
for  civilians  up  into  the  SES  ranks? 

YES _  NO _  NO  OPINION _ 


WHY? 


b.  Should  there  be  a  "logistician*  job  series*  perhaps  with 
shredouts,  to  facilitate  development  and  progression  of  highly  qualified 
civilian  logisticians  to  senior  ranks  and  greater  responsibilies? 


YES _  NO _  NO  OPINION _ 


WHY? 


c.  Should  the  Air  Force  select  and  9*0001  only  promising  civilian 
logistician  candidates  for  senior  logistician  responsibilities? 


YES _  NO _  NO  OPINION 


WHY? 


d.  If  some  selection  and  grooming  were  to  be  done*  how  and  when 
should  it  be  done?  (disciplines*  functional  area*  operational 
assignments*  grade  levels) 
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TOPIC  7:  BACKGROUND  DIFFERENCES 

a.  Should  there  be  any  differences  in  the  essential  background  and 
characteristics  of  civilian  and  military  senior  logisticians? 

YES _  NO _  NO  OPINION  _ 

WHY? _ 


b.  If  *yes,"  what  should  these  differences  be? 


EXPLANATION 


c.  Tradition  says  that  military  personnel  provide  an  organization 
with  (l)a  broad  experience  and  perspective,  (2)  spokespersons  that 
military  members  of  operational  commands  believe  because  "they  have  been 
there",  and  (3)  leadership.  On  the  other  hand,  civilians  are  felt  to 
provide  logistics  functional  expertise,  corporate  memory,  and 
continuity.  Was  this  division  of  capabilities  and  responsibilities 
valid  in  the  past? 

YES _  NO _  NO  OPINION _ 


d.  Is  this  division  of  capabilities  and  responsibilities  valid 

now? 

YES _  HO _  NO  OPINION _ 


WHY? 


e.  Should  this  division  of  capabilities  and  responsibilities  be 
continued  in  the  future? 


YES _  NO  _  NO  OPINION  _ 


WHY? 


f.  Should  senior  civilian  logisticians  be  more  technically 
competent,  i.e.;  be  competent  in  more  functional  areas  or  have  more 
depth  of  competence  in  one  area,  than  their  military  counterparts? 


YES _  NO _  NO  OPINION 


WHY? 


g.  Earlier  research  suggests  Air  Force  logistics  organizations 
should  have  "customer  experience"  such  as  retail  logistics,  operations, 
and  combat,  as  well  as  expertise  in  logistics  functional  areas  and 
disciplines  such  as  wholesale  logistics.  Senior  officials  also 
suggested  that  the  military  personnel  do  not  have  time  in  their  careers 
to  gain  all  this  expertise.  Do  civilian  careers  have  enough  time  to 
adequately  encompass  the  desired  functional  experience? 

YES _  NO _  NO  OPINION _ 


WHY? 
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TOPIC  8  ADDITIONAL  CATEGORIES  OR  ATTRIBUTES 


a.  Do  you  recommend  any  changes  to  any  of  the  definitions  or  lists 
on  the  introductory  reference  sheet? 

YES _  NO _  NO  OPINION _ 

If  so,  what  are  they? 

EXPLANATION  _ 


b.  Do  you  have  any  other  consents  on  senior  civilian  logisticians 
or  inputs  for  a  model  of  their  desired  background? 

YES _  NO _  NO  OPINION  _ 

If  so,  what  are  they? 

EXPLANATION  _ 


TOPIC  9  CONTINUING  PARTICIPATION 


a.  Would  you  be  Interested  In  participating  in  one  or  more  later 
phases  of  this  research? 

YES  _  NO  _  NO  OPINION  _ 

b.  Can  you  provide  me  any  nanes  of  other  experts  you  feel  would  be 
good  contributors  to  this  research? 

YES _  NO  _  NO  OPINION  _ 


r 


c.  Would  you  like  to  receive  an  executive  summary  of  this 
research? 

YES  _  NO  _  NO  OPINION  _ 


Thank  you  very  much  for  all  your  time,  and  thank  you  especially  for  this 
valuable  information. 


i 

I 


* 

i 

> 

I 
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Appendix  E.  Concept*  Interview  Mtidilt 


TO: 


FACE- TO- FACE 

FOR  IMTBRVIBV 

TELEPHONE 


With  AFIT  STUDENT  DON  NANCARROW 


SCHEDULED  FOR: 


192 


t.  1  m  Baa  Baacarraw.  •  civil iaa  la  the  MLC  at  fPfefB.  Bi*t 
mm  I  a>  ta  Laa*  tana  Mil  I  Tlaa  (IffVT)  tratalaa  la  ta  tratata 
batfstifi  Hr«r«  a*  Aftt/tB. 

t.  tlwri  antiaM  ta  fee  aak  talar  at  la  tvalqpta*  art  tar  Air 
faraa  aaaiar  lattialaaa.  feat  tiltary  cafe  civil laaa.  fey  theta  la 
fart  ai  ta  aevelcpatt  af  a  twaral .  taariftive  aafeal  t  the  caeaattei 
aval i tlaa.  tafeaa at.  aafe  taractartatiae  a#  aniar  civil iaa 
lafeiat  iciaaa.  thia  raaaarch  at  half  tftaa  chat  aaaiar  civil  iaa 
lattictaaa  taaie  fee.  Ta  fiatara  thia  atil .  tit  at  a  teat  a# 

i.  Ihia  la  ta  aaaaaa  at  af  latarviaaa  la  ay  ret  art,  ta  tlrt 
act  af  tatarvtaMa  cafe  a  review  af  raiavaat  I  Itaratara  have  fanti  a 
feta  far  ta  aetl .  feat  hava  alaa  lattiftaa  aavaral  afetticaal 
fvatiaaa.  feaalyta  af  tia  aat  af  aaaaara  til  fee  aaei  ta  aavalcf  a 
fiaal  aaatiaaaatra  tat  til  fee  aaea  ta  aaaafrcet  ta  aati . 


af  aaaiar  lasiafeiti 


f 


to.  lapietiao  Piaelpllneoi  Major  grew to*  of  related  log let  Ice 
•stivttiaa,  aaato  ef  vhieh  involves  nany  of  Ilia  logistics  functional 
areas.  Via  sale  dioeipl  lnes  arat 

Baton  Vwlaaala 

Asgeisitlea  Caatoat 

International 


a.  Legist lea  Phaatienal  Aranas  The  different  typaa  of 
aatiaaa  aad  eager  t  iaa  needed  to  carry  out  tha  full  apectrun  of  ai I i tary 
I eg!  at lea  aad  ita  dioeipl  lass.  Via  11  at  la  autojaet  to  Jnrtpant  and 
varying  eaghaneo.  Bar  ttoa  purposes  of  tola  thesis,  tha  fol  lowing  araaa 
ora  included* 


fyataa,  Itaa.  or  Pi 
fcgl  seer  lag 
Logistics  Planning 


d.  Legist  latent  An  individual  whose  profession  or  apaelalty 

organising.  oaordi anting,  directing,  and  control 1 tng)  in  a  loglatlea 
dtaatpl  laa  or  faaatiaaal  ama  ar  who  la  raapaaaitola  far  ensuring 
lag!  at  iaa  prooaaaaa  am  aaaplatad  In  support  af  an  organ  1  sat  ion 'a 

aativitiaa. 


a.  faaiar  Lagiatlaianat  Civil  iaaa  at  WBB-ti  and  higher, 
Inaladlag  tailor  Itoaaatlva  lirvlaa  (Mi),  and  aalaaala  aad  general 
off  laara*  onrvlag  aa  lagigtialaaa. 


f.  Baa)  it  loot  Traits  ar  paapartiaa  that  describe  an 
Indlvtdaal  aad  help  dieting^*  hla  ar  her  fraa  other  individuals. 


•salltL 
this  m 


!  and  fmguantly  MpTSTl be  raaaona  for 
inaladei 


Intel  I  igeat 
Thinner 

■ultidtosipl lead 

Initiative 


laahii 


Plena lag  ability 
Anal yt iaa I  tatail 
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CONCEPTS  INTERVIEW  SCHEDULE 


Respondent _  Date  of  Interview. 

Office.  Grade  Time  of  Interview 


PRELIMINARY  QUESTIONS 

a.  Sir,  did  you  receive  the  introductory  reference  aheet  I  sent? 
(If  not,  read  it  all  or  reschedule  the  interview.) 

b.  Did  you  have  a  chance  to  read  it? 

(If  not,  suggest  he  read  it  now.) 

c.  Do  you  have  any  questions  about  the  reference  information? 


d.  Sir,  I  think  it  miflht  be  useful  later  on  if  you  keep  the  second 
page  handy  during  the  Interview. 

TOPIC  It  ACADEMIC  EDUCATION 

Higher  education  is  not  presently  required  for  many  civilian  job 
series  prevalent  in  Air  Force  logistics  functional  areas. 

a.  Jiould  a  senior  civilian  logistician  have  a  bachelors  degree? 

YES _  NO _  NO  OPINION _ 

WHY?  _ 
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b.  Are  there  any  civilian  grade  levels  at  which  possessing  the 
bachelors  degree  is  particularly  beneficial,  or  by  which  you  would 
expect  the  civilian  to  have  the  degree? 

YES _  LEVEL(S)  _  NO _ 

c.  Should  a  senior  civilian  logistician  have  an  advanced  degree? 

YES _  NO _  NO  OPINION _ 


WHY? 


d.  Are  there  any  civilian  grade  levels  at  which  possessing  a 
masters  degree  is  particularly  beneficial,  or  by  which  you  would  expect 
the  civilian  to  have  this  degree? 

YES _  LEVEL(S)  _  NO _ 


TOPIC  2:  PROFESSIONAL  MILITARY  EDUCATION  (PHE) 

Several  senior  officials  believe  that  PHE  is  appropriate  for  the 
background  of  senior  civilian  logisticians.  Several  reasons  have  been 
suggested.  (1)  Senior  civilians  should  appreciate  the  implications  and 
requirements  of  war  and  since  they  must  work  and  communicate  with  senior 
military  logisticians  they  should  have  some  common  education.  (2)  It  is 
important  for  logistics  organizations  and  their  civilian  leadership  to 
understand  the  operational  requirements  they  are  supporting.  This 
understanding  could  be  enhanced  by  resident  participation  in  PHE  at  all 
levels,  but  resident  PME  opportunities  are  limited  for  civilians.  (3) 
Each  PHE  level  has  a  distinct  emphasis  that  could  benefit  our  career 
civilians.  Squadron  Officers  School  (SOS)  teaches  leadership  along 
with  problem  solving  and  communication.  Intermediate  Service  Schools 
(ISS)  emphasize  staff  work,  and  Senior  Service  Schools  (SSS)  stress 
strategy  and  policy.  As  you  may  suspect,  not  all  senior  officials  agree 
with  the  above  statements. 
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a.  How  important  is  PME  to  the  professional  develop— nt  of  a 
senior  civilian  logistician? 

conmTS  • 


TOPIC  3t  EXPERIENCE  BY  POSITION 

*  Co— and*  opportunities  are  extra— ly  rare  for  civilians  and 
'director*  civilians  are  the  exception.  Office  chief  positions  vary 
widely  in  level  and  responsibilities.  Therefore,  there  — y  be  so— 
scarcity  in  the  types  of  experience  available. 

a.  Despite  that  po—  ibility,  what  leadership,  manage— nt,  and 
supervisory  experience  should  a  senior  civilian  logistician  be  expected 
to  have? 


b.  What  staff  experiences  should  a  senior  civilian  logistician  be 
expected  to  have? 

COMMENTS 
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c.  Should  the  above  manager l a 1/ leadership,  supervisory,  or  staff 
experiences  for  the  senior  civilian  logistician  be  In  a  logistics 
discipline  or  functional  area? 

YES _  NO _  NO  OPINION _ 

WHY? _ 


d.  For  this  question,  you  might  want  to  refer  to  the  first  list, 
near  the  top  of  the  reference  sheet.  In  how  many  logistics  disciplines 
should  the  senior  civilian  logistician  have  experience?  (reasonable 
expectation  rather  than  Ideal) 

ONE _  TWO _  THREE _  FOUR _ 

WHY?  _ 
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TOPIC  4s  TECHNICAL  COMPETENCE 

Several  senior  logistics  officials  feel  senior  logisticians,  both 
civilian  and  military,  should  have  some  degree  of  technical  competence 
in  logistics. 

a.  What  does  technical  co^etence  mean  to  you? 

COMMENTS  ^ 
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b.  Considering  the  second  list  on  the  reference  sheet,  in  how  sany 
functional  areas  should  the  senior  civilian  logistician  be  technically 
cospetent? 


qni _  wo _  thrh__  four__  five _ 


WHY? 


TOPIC  S:  QUALITIES  AND  CHARACTERISTICS 

Research  has  suggested  there  say  be  Identifiable  qualities  and 
characteristics  which  distinguish  successful  civilian  logisticians  froa 
unsuccessful  ones. 


a.  Do  you  agree  with  this  prcaise? 

YES _  NO _  NO  OPINION 


b.  Please  refer  to  the  list  of  prospective  qualities  near  the 
bottoa  of  the  reference  sheet.  Which  qualities  do  you  think  are 
re 1 event/ Inpor tan t  for  successful  senior  civilian  logisticians?  Pick  as 
■any  as  you  think  right. 


Manager  _ 

Leader 

Intelligent  _ 

Thinker  _ 

Cossunicator  _ 

Hultidlsclpl lned  _ 

Initiative  _ 

Visionary  __ 

Planning  ability  _ 

Analytical  techniques 
Problwe-solviiHP'Systa 


Integrity  _ 

Dedicated _ 

Job  knowledge _ 

Can  'get  things  done*  _ 

Creative  _ 

Flexible  _ 

Cosputer  1 l terete  _ 

Can  "get  along*  _ 

_  Understands  federal  budget 
viewpoint  _  _ 


c.  Do  you  recossend  any  other  personal  qualities  senior  civilian 
logisticians  should  have? 


YES 


NO 


NO  OPINION 


d.  Nobility  is  mandatory  for  military  personnel  but  is  more 
optional  for  civilians.  Should  a  senior  civilian's  history  on  mobility 
be  a  factor  in  selection  for  and  performance  of  senior  logistician 
duties? 

YES _  NO _  NO  OPINION _ 

WHY? _ 


e.  Should  a  senior  civilian's  mobility  history  be  considered  a 
personal  quality  or  part  of  his/her  experience? 


QUALITY _  EXPERIENCE _  NO  OPINION _ 


WHY? 


f.  Should  a  senior  civilian's  present  attitude  toward  moving  be  a 
factor  in  selection  for  and  performance  of  senior  logistician  duties? 


YES _  NO _  NO  OPINION 

WHY? _ 


TOPIC  6:  CAREER  DEVELOPMENT  AND  BROADENING 

The  military  logistics  disciplines  and  functional  areas  listed  in 
the  introductory  reference  sheet  cut  across  each  other  in  matrix  style. 
Some  civilian  Job  series  align  with  the  functional  areas  while  others 
cut  across  functional  areas  and  disciplines.  Some  job  series  continue 
up  to  the  GS/GH-15  and  Senior  Executive  Service  (SBS)  ranks  white  others 
stop  at  lower  grades. 


200 


a.  Should  every,  or  most,  logistics  job  series  offer  full  career 
developaent  for  civilians  up  into  the  SES  ranks? 

YES _  NO _  NO  OPINION _ 

WHY? _ 


b.  Should  there  be  a  "logistician*  job  series,  perhaps  with 
shredouts,  to  facilitate  development  and  progression  of  highly  qualified 
civilian  logisticians  to  senior  ranks  and  greater  responsibi 1 ies? 

YES _  NO  _  NO  OPINION  _ 

WHY?  _ 


c.  Should  the  Air  Porce  select  and  groom  promising  civilian 
logistician  candidates  for  senior  logistician  responsibilities? 

YES _  NO _  NO  OPINION _ 


WHY? 


d.  If  some  selection  and  grooming  were  to  be  done,  how  and  when 
should  it  be  done,  with  respect  to  grade  levels  and  broadening 
assignments? 

COMMENTS 
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TOPIC  7:  BACKGROUND  DIFFERENCES 

a.  Should  there  be  any  differences  In  the  essential  background  and 
characteristics  of  civilian  and  nilltary  senior  logisticians? 

YES _  NO _  NO  OPINION  _ 


WHY? 


b.  If  "yes,"  what  should  these  differences  be? 
EXPLANATION  _ _ 


c.  Traditional  views  of  the  clvilian/ailltary  relation-  ship 
suggest  that  military  personnel  provide  an  organization  with  (1)  broad 
experience  and  perspective,  (2)  spokespersons  that  military  members  of 
operational  commands  believe  because  "they  have  been  there,"  and  (3) 
leadership.  On  the  other  hand,  civilians  are  felt  to  provide  logistics 
functional  expertise,  corporate  memory,  and  continuity.  Was  this  divi¬ 
sion  of  capabilities  and  responsibilities  valid  in  the  past? 

YES _  NO  _  NO  OPINION _ 


WHY? 


d.  Is  this  division  of  capabilities  and  responsibilities  valid 

now? 

YES  _  NO  _  NO  OPINION _ 

WHY?  _ 


e.  Should  this  division  of  capabilities  and  responsibilities  be 
continued  in  the  future? 

YES _  NO  _  NO  OPINION  _ 

WHY?  _ 


f.  Should  senior  civilian  logisticians  be  more  technically 
competent  than  their  military  counterparts  in  terns  of  either  ccnpetence 
in  nore  functional  areas  or  nore  depth  of  conpetence  in  one  area? 

KORE _  DEEPER _  NEITHER  _  NO  OPINION _ 

WHY? _ 


g.  Earlier  research  suggests  Air  Force  logistics  organizations 
should  have  leaders  with  "customer  experience"  such  as  retail  logistics, 
operations,  and  coobat,  as  well  as  expertise  in  logistics  functional 
areas  and  disciplines  such  as  wholesale  logistics.  Do  civilians  have 
enouflh  tine  in  their  careers  to  adequately  gain  all  the  desired 
experience? 

YES _  NO _  NO  OPINION _ 


TOPIC  8  ADDITIONAL  CATEGORIES  OR  ATTRIBUTES 

a.  Do  you  recosaend  any  changes  to  any  of  the  definitions  or  lists 
on  the  introductory  reference  sheet? 

YES _  NO _  NO  OPINION _ 

COMMENTS  _ 


b.  Do  you  have  any  other  cosaents  on  senior  civilian  logisticians 
or  Inputs  for  a  node!  of  their  desired  background? 

YES  _  NO  _  NO  OPINION  _ 

COMENTS _ 


TOPIC  9  CONTINUING  PARTICIPATION 

a.  Would  you  be  interested  in  participating  in  one  or  sore  later 
phases  of  this  research? 

YES _  NO _  NO  OPINION _ 

b.  Can  you  provide  se  any  nases  of  other  experts  you  feel  would  be 
good  contributors  to  this  research? 

YES  _  NO _ _  NO  OPINION _ 


c.  Would  you  like  to  receive  an  executive  suasary  of  this 
research? 

YES _  NO _  NO  OPINION _ 


Thank  you  very  such  for  all  your  tise,  and  thank  you  especially  for  this 
valuable  inforaation. 
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Appendix  G.  Record  of  friantitatlve 
in  Basic  Concepts  Interview 


I  I 

I  QUESTIONS  I 

I GRADE  BY  WHICH  SHOULD  I 
I  HAVE  BACHELORS  DEGREE! 

! GRADE  BY  WHICH  SHOULD  I 
I  HAVE  ADVANCED  DEGREE  I 


•II 


I  SHOULD  HAVE  EXPERIENCE  I 
I  IN  _(#)  DISCIPLINES  I 


I- 


I  TECHNICALLY  COHPETWr  I 
I  IN  _  FUNCT'NAL  AREAS! 

I - 1 

IGRADE  AT  WHICH  SELECT  I 

i  amp  start  amm  I 
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Responses  for  civilians  <Cl-6>  and  Military  <Hl-€> 
are  randonly  different  than  the  interview 


«  Interviewee  said  miniNua  of  2  with  9  preferred,  or  said  2  or  3. 

»*  No  answer  given 

Note:  A-  *  Any  Grade 
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Appendix  J.  Draft  Delphi  Quest  tonne ire 

INSTRUCTIONS  AND  BACKGROUND 

1.  Survey  Objectives! 

a.  To  obtain  expert  opinions  on  what  the  qualities  and 
background  of  the  professional  senior  Air  Force  civilian 
logistician  should  be. 

b.  To  determine  what  steps  the  Air  Force  could  take  to 
achieve  the  desired  civilian  logistician. 

2.  Terms  Defined! 

a.  Military  Logistics!  A  full*  integrated  system  of 
processes  which  must  be  used  to  support  the  military 
operations  of  an  organiiation,  Including  combat.  Although 
recent  logistics  doctrine  changes  suggest  this  Includes  all 
areas  which  support  combat,  such  as  hospital*  food*  and 
personnel  services*  logistics  traditionally  encompasses  the 
disciplines  and  functional  areas  listed  below. 

b.  Logistics  Disciplines:  Major  groups  of  related 
logistics  activities,  each  of  which  involves  many  of  the 
logistics  functional  areas.  The  main  disciplines  are: 

Retail  Wholesale 

Acquisition  Combat 

International 
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c.  Logistics  Functions!  Areas:  The  different  types  of 
actions  and  expertise  needed  to  carry  out  the  full  spectrum 
of  military  logistics  and  its  disciplines.  The  list  is 
subject  to  Judflroent  and  varying  emphases.  For  the  purposes 
of  this  thesis,  the  following  areas  are  included: 

Supply  Transportation 

Maintenance  Engineering 

Logistics  Planning  Procurement 

System,  Item,  or  Program  Management 
Resourcing  (Progamming,  Budgeting,  Allocating) 

d.  Logistician:  An  individual  whose  profession  or 
specialty  is  performing  one  or  more. of  the  prime  management 
functions  (planning,  organizing,  coordinating,  directing, 
and  controlling)  in  a  logistics  discipline  or  functional 
area  or  who  is  responsible  for  ensuring  logistics  processes 
are  completed  in  support  of  an  organization's  activities. 

e.  Senior  Logisticians:  Civilians  at  GM/GS-15  and 
higher,  including  Senior  Executive  Service  (SES),  and 
colonels  and  general  officers,  serving  as  logisticians. 

f.  Qualities:  Traits  or  properties  that  describe  an 
Individual  and  help  distinguish  him  or  her  from  other 
individuals. 
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3.  General  Comments* 

a.  Tha  subject  areas  eovarad  in  this  quast lonnaira  ara 
not  meant  to  ba  complete  or  exhaustive.  This  partial 
covaraga  la  daaignad  to  stimulate  your  thoughts  in  a 
brainstorming  manner. 

b.  Your  participation  and  honaat  opinions  ara  key  to 
tha  succass  of  this  rasaarch  projact.  Thara  ara  no  right  or 
wrong  answers.  Plaasa  kaap  in  mind  that  incomplete  or 
brainstorming  commants  or  idaas  should  not  ba  discardad.  In 
Iatar  rounds  of  quast 1 on ing  thasa  idaas  may  provlda  tha 
impatus  for  additional  commants  by  othar  participants. 

c.  At  laast  two  rounds  of  quastioning  will  ba  naadad 
to  arriva  at  group  consensus.  Bach  round  should  not  taka 
mors  than  ona  hour  of  your  tlma.  After  each  round,  your 
responses  will  ba  compiled,  along  with  everyone  else's,  and 
given  back  to  you  at  tha  start  of  the  next  iteration.  You 
will  ba  provided  a  copy  an  executive  mimmary  of  this 
rasaarch  after  it  is  completed. 

d.  Tha  questionnaire  has  43  questions  in  eight  topics. 
Many  call  for  an  answer  along  a  scale.  Others  ask  for 
ranking  by  relative  importance.  Soma  request  a  term  ba 
suppl lad. 

a.  Tha  number  in  tha  upper  right-hand  corner  of  tha 
questionnaire  is  for  survey  control  purposes  only.  Please 
ba  assured  that  complete  anonymity  will  ba  enforced. 
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4.  Specific  Instructions: 

a.  Please  circle  ths  number  which  most  accurately 
reflects  your  judflment  on  that  question  or  statement. 

b.  Please  complete  rank  order  questions  with  numbers, 
using  "1”  for  the  most  important  item. 

c.  Please  Include  your  reasons  for  your  answers, 
especially  in  the  areas  about  which  you  feel  strongly. 

d.  Please  add  any  illustrations,  examples,  or 
experiences  you  may  have  had  that  will  help  other 
respondents  understand  the  topic  and  your  response.  For 
multipart  questions,  please  identify  the  part(s)  to  which 
you  are  referring. 

e.  Please  provide  any  ideas  or  recommendations  you 
have  for  improving  the  military  logistics  system  or  civilian 
logistician  development. 

f.  Please  feel  free  to  continue  your  comments  or 
recommendations  on  the  back  of  the  survey  sheets. 

g.  The  last  page  of  the  survey  is  for  any  other 
comments  or  recommendations  you  feel  are  pertinent  to  this 
investigation. 

THANK  YOU  FOR  PARTICIPATING  IN  THIS  SURVEY 
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TOPIC  It  ACADEMIC  EDUCATION 


a.  Prior  research  has  Indicated  civilian  logistician* 
aspiring  to  senior  positions  should  have  a  bachelors  dsgrss, 
•vsn  though  thsrs  is  not  a  firs  requirement  for  one.  If  you 
agree*  please  identify  the  specific  field  of  study  for  this 
degree,  (please  check  one  on  its  line> 

_  Business  Adnlnistrat ion 

_  Engineering 

_  Liberal  Arts 

_  Logistics  Management 

,  Sc 1 ences 

_  Management 

_  Other  (please  specify)  .  ..  . — 

_  Degree  important  but  area  of  study  is  not 

_  I  disagree  with  statement 

b.  Civilian  logisticians  should  possess  education 
beyond  a  bachelors  degree. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 
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c.  If  you  agree,  please  identify  in  which  area  of 
study  should  a  civilian  logistician  pursue  advanced  academic 


work,  (please  check  one  on  its  line) 

_  Business  Administration 

_  Engineering 

_  Liberal  Arts 

_  Logistics  Management 

_  Sciences 

_  Management 

_  Other  (please  specify)  _ 

_  Degree  important  but  area  of  study  is  not 

_  I  disagree  with  statement 

d.  If  earning  a  MS  degree,  civilian  logisticians 
should  be  encouraged  to  do  so  at  the  Air  Force  Institute  of 
Technology. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 

TOPIC  1  COMMENTS  _ 
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TOPIC  2:  PROFESSIONAL  MILITARY  EDUCATION  (PME> 


a.  Senior  civilian  logisticians  should  have  completed 
some  BIS,  for  the  benefits  traditionally  stated  for  the 
military  and  for  commonal lty  of  background  with  the 
mi  1 itary . 


1 

2 

3  4 

5 

highly 

disagree 

neither  agree  agree 

highly 

disagree 

nor  disagree 

agree 

•  b.  How 

important 

is  PME  to  the  professional 

development  < 

of  a  senior 

civilian  logistician? 

1 

2 

3  4 

5 

definitely 

only  for 

makes  no  moderately. 

extremely. 

not ,  uses 

input  to 

difference  should  if 

should  be 

good  slots 

mi  1 itary 

get  chance 

mandatory 

c.  Please  rank  the  following  schools  for  benefit  to 
senior  civilian  logisticians.  (Use  "0"  for  "none"  as  often 
as  you  think  appropriate.) 

_  Squadron  Officers  School  (SOS) 

_  Air  Command  and  Staff  College  (ACSC) 

_  Defense  Systems  Management  College  (DSMC) 

_  Industrial  College  of  the  Armed  Forces  (ICAF) 

____ _  Air  War  College  (AWC)  (or  Navy  or  Army) 

_  Other  (please  specify)  _ 


d.  Civilian  residency  should  be  expanded  to  increase 


the  benefits 

to  civil  Ians. 

1 

2 

3 

4 

5 

highly 

disagree 

disagree 

neither  agree 
nor  disagree 

agree 

highly 

agree 

TOPIC  2  COMMENTS 
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TOPIC  3 i  EXPERIENCE 


a.  Senior  civilian  logisticians  should  have  had 
management  and  supervisory  experience  at  several  levels, 
including  responsibility  for  a  large  number  (at  least  100> 
of  people  with  different  skills  and  a  large  value  of 
resources. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


b.  Senior 
least  one  staff 


civilian 

job 


logisticians  should  have  had  at 


5 


highly  disagree 
disagree 


neither  agree 
nor  disagree 


agree 


highly 

agree 


c.  Please  indicate  the  minimum  level  for  at  least  one 
management  or  staff  job  in  the  experience  of  a  senior 
civilian  logistician.  (PD  indicates  AFSC  Product  Division.) 


1  2  3 


4  5 


ALC  or  PD 
branch 


ALC  or  PD  ALC  or  PD 
division  direct¬ 
orate 


AFLC  or  AFSC  pentagon 
headquarters  USAF  or 
Three  1 tr  SECAF 


d.  At  what  minimum  grade  level  should  the  senior 
civilian  logistician  have  had  the  chief,  supervisory,  and 
staff  experience? 

1  2  3  4  5 

GS-11  GS-12  GS/GM-13  GM-14  GM-15 


e.  Please  indicate  the  portion  of  mangement  and  staff 
experiences  of  a  senior  civilian  logistician  that  should 
have  been  in  logistics  jobs. 

1  2  3  4  5 

none  a  few  half  most  all 


216 


f.  Prior  research  has  indicated  civilian  logisticians 
aspiring  to  senior  positions  should  have  experience  in  more 
than  one  logistics  discipline,  as  listed  in  background 
information.  Please  indicate  the  number  of  logistics 
disciplines  that  should  be  included  in  the  senior  civilian 
logistician's  experience. 

1  2  3  4  5 


g.  Please  rank  the  following  logistics  disciplines  in 
the  order  of  their  importance  in  the  experiences  of  a  senior 
civilian  logistician. 

_  Retail  Wholesale 

_  Acquisition  _  Combat 

_  International 


h.  Command,  operational,  military  staff,  or  support 
experience  gained  outside  a  civilian  career,  such  as  during 
prior  military  service,  should  be  an  important  experience 
factor  for  senior  civilian  logisticians. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


TOPIC  3  COMMENTS 


TOPIC  4:  TECHNICAL  COMPETENCE 

a.  Please  rate  the  following  terms  in  order  of  the 
amount  of  knowledge  each  term  connotates  to  you. 

_  working  knowledge  _  expertise 

_  some  knowledge  technical  competence 

_  expert 
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b.  Prior  research  has  indicated  civilian  logisticians 
aspiring  to  senior  positions  should  have  experience  in  more 
than  one  logistics  functional  area,  as  listed  in  background 
information.  Please  indicate  the  number  of  logistics 
functional  areas  that  should  be  Included  in  the  senior 
civilian  logistician's  experience. 

1  2  3  4  5 


c.  Please  rank  the  following  logistics  functional 
areas  in  the  order  of  their  importance  in  the  experiences  of 
a  senior  civilian  logistician. 


_  Maintenance 

_  Supp 1 y 

_  Logistics  Planning 

_  System,  Item,  or 

Program  Management 


_  Transpor tat i on 

_  Engineering 

_ _ Procurement 

_  Resourcing 


d.  Senior  civilian  logisticians  should  be  technically 
competent  in  more  functional  areas  than  their  mi;itary 
counterparts. 


1 


2 


3 


4  5 


highly  disagree 
disagree 


neither  agree 
nor  disagree 


highly 

agree 


e.  Senior  civilian  logisticians  should  have  more  depth 
of  technical  competence  in  at  least  one  functional  area  than 
their  military  counterparts. 


1  2  3 


4  5 


highly  disagree 
disagree 


neither  agree 
nor  disagree 


agree  highly 
agree 


f.  How  much  is  technical  competence  needed  in  senior 
level  positions? 


1  2 


3  4  5 


not  at  all,  it  isn't  makes  no 
it  leads  to  difference 

microman¬ 
agement 


not  for 
SES 


very  much, 
for  SES 
and  OH-15 
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g.  Civilian  logisticians  should  demonstrate  competence 
in  military  logistics  through  testing  or  certification. 

12  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


h.  If  you  agree,  please  indicate  the  best  type  and 
frequency  of  such  demonstration. 

_  Annual  tests  with  pay  bonus  tied  to  passing 

_  Annual  tests 

_  Five-year  tests,  key  positions  require  passing 

_  Five-year  tests 

_  Ten-year  tests 

_  One-time  test,  required  for  some  grade  level 

_  One-time  test 

_  Public  Certification,  such  as  Certified 

Professional  Logistician  (CPL)  offered 
by  the  Society  of  Logistics  Engineers  (SOLE) 

TOPIC  4  COMMENTS  _ 


TOPIC  5:  CAREER  DEVELOPMENT 

a.  The  present  Air  Force  system  of  some  Job  series, 
based  on  being  more  general  or  on  being  considered 
sufficiently  important  or  highly  specialized,  continuing  up 
into  SES  grades  while  other  job  series  "top  out"  at  lower 
grades,  is  an  adequate  system  relative  to  progression  of  the 
more  promising  employees  to  senior  positions. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 
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b.  The  346  Job  series,  logistics  n»pn>t 
socialist,  is  a  good  surrogate  for  a  *  logistic tan*  job 
series  in  terms  of  entry  and  progression. 

1  2  3  4  8 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


c.  The  Air  Force  should  have  a  plants)  to  identify 
promising  employees  at  lower  or  middle  levels  and  groom  thorn 
for  higher  level  responsibilities. 

1  2  3  4  8 

highly  disagree  neither  agree  agree  hl#ily 
disagree  nor  disagree  agree 


d.  Any  Air  Force  selection  and  grooming  plan  should 
feature  repeated  selection  opportunities.  Iterative  review, 
and  participation  based  on  continued  good  performance. 

1  2  3  4  8 

highly  disagree  neither  agree  agree  higily 
disagree  nor  disagree  agree 


e.  Any  GM-13  or  14  should  have  the  potential  to  be  a 
successful  SES,  if  given,  or  gets,  the  proper  career 
broadening  and  education. 

1  2  3  4  8 

highly  disagree  neither  agree  agree  hlfjity 
disagree  nor  disagree  agree 


f.  A  good  career  broadening  plan  should  include  a 
short  assignment  with  an  operation  onsminrt  to  gain  user  or 
retail  logistics  experience. 

1  2  3  4  8 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


TOPIC  Ct  NOBILITY 


a.  Ha* i nm  aka* Id 
tbo  mam**  of  tk9  Air  Pi 
individual  99  9999  9f  I 


hl0tlf  911 


a  'two  party 
999  tk9  99*91 
tbo  Air  Paraa 


i  thar 

r  at  a 


ioion  biaad  on 
Mt  of  tha  aanior 
i  tha  Individual . 


ran  hitftly 


TOPIC  d 


am  an  bad  boon  t  iotqd  mi tb  W 

raon^ordbr  tbo  I  loo  boot  up 
oooiar  atoll  ion  laototlataoo 
I  lit  to  not  inf  did  to  bo  m 
Pro#  not  dhlll  to  tobtooti 

not. 


tar lot  loo 

nod  dbtllo.  Ploaoo  Indian to  in 
rtaot  dhlll  abaraotoriotloo  f« 
to  tbo  fol  tool  no  llot.  tbio 
Moot  loo.  Tn  ooy  draw  a  Moo 


Job  knowledge  _  Coop 

Planning  ability  _  Can 

Analytical  techniques 
Understands  federal 'budget  proces 
Problem-sol vlng/Sys  terns  viewpoint 

Other  (please  specify) _ 

Other  (please  specify) _ 

Other  (please  specify) _ 


Computer  literate 
Can  "get  along" 


c.  Please  indicate  the  degree  to  which  mobility  is  a 
personal  quality  as  Included  In  the  list  of  qualities  in 
question  7. a,  or  is  seme  reflection  of  experience. 


qual ity 
only 


mostly  a 
quality 


both, 

evenly 


mostly 

experience 


exper i ence 
only 


TOPIC  7  COMMENTS 


TOPIC  8t  PROFESSIONAL  INVOLVEMENT 

a.  Civilian  logisticians  should  be  active  in  a 
professional  logistics  society. 


highly 


disagree  neither  agree 
nor  disagree 


agree 


highly 

agree 


If  you  agree,  how  active  should  he  or  she  be? 
mark  all  that  apply) 


Officer,  local 
Officer,  national 
Active  participant  in 
Other  (please  specify) 


speaker /s  bureau 


c.  Civilian  logisticians  should  participate  in 
professional  logistics  symposia,  seminars,  and  conferences. 


1 

2 

3 

4 

5 

highly 

disagree 

neither  agree 

agree 

highly 

disagree 

nor  disagree 

agree 

d.  If  you  agree,  what  should  be  his  or  her  level  of 
participation?  (please  mark  all  that  are  applicable) 

_  Attendee 

_  Presenter 

_  Panel  or  Discussion  Leader 

_  Moderator 

_  Other  (please  specify) 


e.  Professional  involvement  la  more  important  for  the 
professional  development  and  broadening  of  civilian 
logisticians  than  for  their  military  counterparts. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 


f.  Professional  involvement  is  unimportant  for 
civilians  and  military  logisticians  and  their  work  time  and 
energies  should  not  be  diluted  by  these  activities. 

1  2  3  4  5 

highly  disagree  neither  agree  agree  highly 
disagree  nor  disagree  agree 
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Department  of  Dofonoo  (DOD)  management  haa  oom  under  increasing 
scrutiny  lately  aa  defense  spending  ia  a  political  issue.  Military 
logisties  has  received  attention  because  personnel,  operations, 
and  support  consume  over  half  of  the  DOD  budget.  The  Assistant 
Secretary  of  Defense  for  Acquisition  and  Logisties,  Dr.  Made, 
recently  stated  DOD's  logisties  management  needed  improvement 
and  needed  senior  personnel  who  can  function  effectively  over 
many  high-level  logisties  assignments.  Air  fores  officials 
have  made  similar  statements. 

This  research  is  an  effort  toward  defining  a  normative  model 
of  the  essential  qualities,  characteristics,  and  background  of 
the  ideal  Air  Fores  senior  civilian  logistician.  Research  efforts 
at  the  Air  Force  Institute  of  Technology  (AFIT)  developed  an 
AFIT  Model  of  the  senior  military  logistician.  Because  this 
research  had  the  same  objective  aa  the  military  model  research, 
similar  procedures  were  adopted.  These  included  a  review  of 
literature,  interviews  with  senior  logistics  officials  about 
successful  logisticians,  a  Delphi  survey,  model  definition,  and 
weighting  the  model  components.  An  additional  interview  set 
evaluated  the  applicability  of  the  military  model  to  civilians. 

This  study  completed  both  sets  of  interviews  and  started  the 
Delphi  survey  step.  Interview  results  and  a  draft  Delphi  Ques¬ 
tionnaire  were  produced . 

The  results  indicated  a  descriptive  model  of  the  ideal 
military  logistician  should  be  applicable  to  senior  civilian 
logisticians  when  the  model  components  are  general.  The  AFIT 
Model  oan  be  applied  to  its  categories  level.  There  were  indic¬ 
ations  that  some  categories  would  not  apply  equally  to 
civilians  and  that  a  eivilian  model  would  be  weighted  differ¬ 
ently.  The  research  also  indicated  senior  civilians  should 
have  bachelors  and  masters  degrees,  broad  managerial  experi¬ 
ence,  and  multifunctional  technical  competence • 

When  completed •  the  model  should  be  useful  as  a  civilian 
logistician  career  development  guide  by  individuals ,  supervisors , 
and  career  development  program  managers.  The  model  can  also 
be  used  to  evaluate  present  and  perspective  senior  logisticians. 
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